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ABSTRACT
A Role Model for Change Agentry Based
on Perceptions Created
by Selected Intervention Strategies

September 1979
Ed Maurer, B.A., Queens College, CUNY
M.A.

,

New York University

Ed.D., University of Massachusetts

Directed by;

Professor Sheryl Riechmann

Efforts at planned organizational change often engage
a "change agent"

— to

— either

internal or external to the system

facilitate the adjustment process and create the nec-

essary conditions for implementation.

Studies analyzing

the effectiveness of the change agent's role have suggested,
a)

that the perceptions of the change agent's powers
and expertise held by members of a system critically influence the change process;

b)

that the process of change evolves through a predictable pattern of development which is influenced
by the roles and strategies exercised by the
change agent, as well as by his/her position as
either internal or external to the client system;

c)

that the effective change agent is capable of
altering roles and strategies in response to
client needs.

This dissertation documents an investigation of

whether a change agent can deliberately adopt the role
characteristics of both "internal" and "external
agent during the planning stages of

a

project.

change
It attempts

agent
to measure whether client perceptions of the change
V

as either an "internal" or "external" person are modified

over time as a consequence of the change agent’s selective

manipulation of the characteristics and behaviors of each
role.

Four school districts were independently but simul-

taneously involved in the planning phases of a new Career

Education Project.

Acting in the role of the change agent

was the Executive Director of a "linking agency."

As each

team proceeded through the planning stages for this project, the change agent systematically altered his inter-

vention strategies, such that "internal" strategies were
utilized with one sample, "external" with the other.
Using questionnaires and structured interviews, data were

gathered at each planning stage to determine the subjects'
perceptions of the change agent's role.

French and Raven's

descriptors of the "Bases of Power" served as criteria for
"internal" vs. "external" role images.

Data collected at

regular intervals were analyzed to determine whether the
team members' perceptions of the change agent were influ-

enced by his use of the selected intervention techniques.
The data retrieved did not support the hypothesis

systematically
that the change agent would be able to alter
careful selecthe role image perceived by others through

tion of intervention strategies.

The study did indicate

some significant directions for future research.
VI
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CHAPTER

I

INTRODUCTION

Overview
Literature on organizational management suggests that
client perceptions and attitudes are of paramount importance
to any systematic change effort.

The willingness of the

client to utilize research resources to improve or alter a

system is directly affected by the way the client perceives
the authority figure or consultant who introduces the new

information (1,2,3)
Most often, consultants external to a given system are
called in to implement, or pave the way for, innovation.

Internal personnel, no matter how proficient and skillful,
are often discounted and assumed to be lacking in the nec-

essary expertise to serve in the capacity of consultative

authority figure (4,5)

This attitude is reflected in a

facetious definition of a consultant as "someone who resides
at least fifty miles from the organization."

these two
An examination of the literature describing
advanpositional roles suggests that each of them carries

tages and disadvantages under certain conditions
is not completely clear,

(6)

It

however, whether the advantages

position of the
and disadvantages occur because of the
change agent relative to the system.
1

It may be, rather.

2

that the change agent is perceived as having, or not having, particular characteristics or abilities essential to

his/her role (7,8,9,10,11,12,13).
This study focuses on organizational change and in-

vestigates strategies for systematically altering the status
quo of an educational system.

Because change occurs peri-

odically within all systems, natural or man-made, it appears to be a normal and neutral phenomenon.

Nonetheless,

as regards human systems, the change process automatically

elicits value judgments:
or ignore it.

people either support, resist,

How and why this occurs, and whether the

change process can be managed by the change agent more

smoothly and effectively, are central to the topic under
inquiry.

More specifically, this study investigates the feasi-

bility of controlling for client value judgements or perceptions by manipulating the change agent's role image

.

The

advantageous properties of each position, either internal
or external, were assessed to determine a role "script" for

the change agent.

Drawing upon this analysis, an experi-

ment was devised to test whether the change agent could
"internal
create the image of "external consultant type" or
change
administrative type" during the planning stages of a

project.

writer provides a
In the remainder of Chapter I, the
the hypothesis of
summary of the problem being addressed,

,

3

the investigator, the purpose of this study, the
methodol-

ogy used, and the significance attributed to this investi-

gation.
In Chapter II, the writer examines some models of the

change process to determine what planning strategies seemingly enhance or obstruct the implementation of innovations.

These strategies are analyzed to determine

a

"job descrip-

tion" for the effective change agent, as mentioned above.

Some conclusions are drawn as to both the effectiveness
and the behavioral characteristics of a hypothetical model,

labeled a "hybrid model of change agentry."
In Chapter III, the Methods Section, the investigator

puts forth the hypothesis that a change agent himself

according to the characteristics indicated in Chapter II

will successfully be able to alter his role image as either
"internal" or "external."

Using a planned change process

as a case study, the writer experiments with the interven-

tion strategies typical of each change agent type to deter-

mine whether or not client perceptions of his role change
by virtue of his manipulation of intervention strategies.

Chapter IV presents the results of this experiment and
Chapter V discusses the significance of these outcomes for

educational change efforts

particularly those efforts

involving change mandated by federal and state legislation.

4

Statement of the Problem
This investigation emphasizes the role of the change

agent in effecting planned change, that is, change which is

induced systematically, and based on the

.

.

conscious

application of knowledge as an instrument or tool for

modifying patterns or institutions of practice"

(14)

.

The

most prominent researchers in the field of organizational
change point to a major dilemma in the issue of knowledge

utilization for practical endeavors such as social change,
namely, the difficulty of bringing the researcher, who pre-

sumably has access to current knowledge, into a working re-

lationship with the implementer, who is responsible for

practical applications on behalf of human needs (15,16).
Their studies point to the need for an intermediary change
agent, who would be responsible for bridging the gap between

theory and practice, and who demonstrates the characteristics of both the expert in current information and the prac-

titioner who implements it within

a system.

Is it possible

for one person to serve both functions?

An examination of the literature reveals that change
agents can assume various roles in the change process,
i.e.,

"catalyst," "process-helper," and "expert"

(17,18),

but also, that the organizational position of the change

agent

— either

internal or external to the client system

circumscribes his/her flexibility for that interchangeable

.

5

function.

"Solution-giver" is most often identified with

the external consultant in keeping with the assumptions

about "access to current information"; "catalyst" and

"process-helper" are most frequently associated with the

internal practitioner who, by virtue of either power

associations or established communication patterns, knows
how to "make change happen"

(19,20,21,22).

It appears that

these researchers have not thoroughly examined the feasi-

bility of a "hybrid role model" where a change agent
attempts to maintain external and internal role characteristics simultaneously.
The internal and external change agents can be de-

fined literally

as having the following characteristics

respectively:

Internal Change Agent

having

a

:

one who works within a system

distinctive role that identifies the per-

son as part of the organization.

Examples:

admin-

istrator, teacher, counselor, etc.

External Change Agent

;

one who works with a system

in some capacity but whose role is clearly out-

side of the organization.

Example;

consultant.

Over and above these positional characteristics,
however, each type of change agent role (internal vs. external)

is described as having inherent advantages and

disadvantages as far as the change process is concerned

(23)

.

6

The consultant is often defined in

jest as someone resid-

ing at least 50 miles from the organization.

While in-

tended as humor, the joke does state a serious
belief;
i.e.,

that a person working within the system has
diffi-

culty being seen as an "expert," a critical ingredient
for

implementing planned change.

The same external consultant

with the advantage of expertise, however, operates as the
possible disadvantage of being perceived as an "outsider,"
i.e., as having no investment in, as well as little famil-

iarity with, the internal workings of an organization.
This suggests that some force other than the individual
st»ility of the change agent may add or detract from his/her

power to effect change.

Analysis of the two roles indicates that the respective advantages and disadvantages of each vary with the
stages of the change process

(24)

Specifically, the ex-

ternal agent seems to have the advantage during the initial planning stages

(establishing a relationship, con-

ducting a diagnosis, and identifying resources).

During

the latter stages of implementation and system maintenance,

and particularly in dealing with client resistance, the

internal agent seems to enjoy the advantage.
Further, it appears to be advantageous for the change

agent to be similar to the client group, or at least ca-

pable of sharing common meanings, attitudes, beliefs, etc.
(25,26,27,28).

This suggests that an internal change

,

7

agent enjoys an inunediate and desirable familiarity with
the communication network of the client system, and thus,
an advantage over the external change agent in this regard.

Duncan

(29)

supports this notion as an overall advantage

but suggests that, in the relationship-building stage, the

perception of the client as "different" enhances the view
that s/he is an expert.
The very terms assigned to change agents may have the

effect of attributing specific sources of power to the
The agent having the information power is generally

role.

labeled with terms such as "consultant," "organizational

development specialist," "process expert," "trainer,"
"facilitator"; whereas the agent having the power of action
is designated as "manager,"

"administrator," "policy

maker," "executive," "opinion leader."

The relative ad-

vantages and disadvantages ascribed to internal or external change agents are related to more than the notion of

structural position, namely, identifiable sources of influence

.

Whether or not the change agent's source of influence
is,

in fact, positional, the authors in the field of orga-

nizational change generally seem to make the assumption
that
1)

assumed
an external person is given credit for, or
research
recent
about
knowledgeable
to be, more
and innovation than the internal consultant,

8

2)

even when the external person has substantial
knowledge of process variables, and is able to
"read" group dynamics for the purpose of task
structure, his/her influence over the group is
not as consistent as is that of the person whose
affiliation with the group is well recognized.

What then is a change agent to do?
French and Raven

(30)

have identified five sources

of influence or power available to change agents:

the

ability to reward "worthy" behavior, the ability to control
or dominate, the legitimate right to power as accepted by

members of a system, personal charisma, and competence.
These sources of power rely on perceptions

reality (31).

,

rather than

In this sense, power or the ability to in-

fluence is directly related to the way the change agent is

perceived by the clients.
We are led to conclude from the investigations cited

above that the change agent's effectiveness in promoting
the utilization of knowledge to implement organizational

change depends, to a great extent, on image

.

Controlling

perceptions related to image is the nature of the problem
we investigate in this study.

Purpose
designed
The present study was exploratory in nature,

possible to manipulate
to investigate whether it would be
to maintain
client perceptions of the change agent so as
In essence, the study investigates
an advantageous image.

9

whether a change agent can deliberately adopt the role of
both "internal"

(or

"

implementer"

)

and "external"

(or

"researcher") change agents selectively during the planning
stages of organizational change, thereby altering client

perceptions of his/her role image accordingly.

Such an

intervention strategy might test the effectiveness of

a

"hybrid model" for change agentry.
This study uses as its setting a linking agency

South Berkshire Educational Collaborative.

— the

Educational

collaboratives were created in the Commonwealth of Massachusetts through state legislation, Chapters 40 and 797.

Their defined purpose is to provide auxiliary services to
school districts.

They are classic linking or interme-

diate agencies, in that they provide services to schools
as "internal to the system," but they also act as consul-

tants, when needed, to provide alternatives and innovative

solutions to new problems or mandates for change.
these reasons

,

For

the Collaborative was chosen as a vehicle

change
for testing the question of client perceptions of a

behaviors.
agent, given selected intervention strategies or

Methodology
modeling
The hypothesis maintains that a change agent
"internal" and
himself according to the attributes of the
reviewed in
"external" types indicated by the literature

10

Chapter II, will successfully be able to alter his/her
role image, as one or the other of these consultant types.
This investigation attempts to test the feasibility of con-

^^olling client perceptions through selective use of inter—

v®^tion strategies.

As indicated above, the investigation

employs, as a case study, a planned change project of the

South Berkshire Educational Collaborative,

a

multi-

purpose "linking agency," serving four school districts.
Teams from each of the districts served as subjects,

independently involved in planning for comprehensive im-

plementation of career education.

Aided by the change

agent (the Executive Director of the Collaborative)

,

these

teams moved systematically through the typical planning

stages earlier identified in the literature review.

The

Executive Director of the linking agency attempted to use
internal strategies consistently with two of the teams and

external consulting strategies with the other two.

Ques-

tionnaires designed to determine perceptions related to
"internal" or "external" sources of power were administered

immediately after each meeting.

These responses where then

used as the prim.ary source of data to test the nypothesis.
Since existing standardized questionnaires were found

inadequate for this study, soeciric evaluative instr’uments
were designed so as to establish criteria ror an object-ve

measurement of outcomes.

One insrrument, the "Sources of

Influence" questionnaire, was adapted from one extensive

11

research of John French and Bertram Raven on the variables
of social influence which operate in groups.

The other

instrument, labeled "Leadership Style" questionnaire, was

based on

C.

Osgood's semantic differential.

Each question-

naire was designed to provide a method for observing and

measuring client perceptions of the change agent, while
acting also to corroborate the data resulting from the

other instrument.

The two instruments thus checked and

balanced each other.
To further objectify the data collection and interpre-

tation, a process observer was included in all team plan-

ning meetings.

This person observed for specific attitu-

dinal variables evidence by participants

and docuemented

the interpersonal dynamics noted, according to a structured

interview format.

Limitations
The study presented here is based on an actual plan-

ning project involving four school districts on a voluntary
basis.

As a result, it is characterized by all the expected

and unexpected difficulties of action research:

The diffi-

culty of joining an experimental project with administracollaborating
tive priprities; the delicate chemistry of
independently;
with four school districts simultaneously and
perpetual tentativeness of voluntary participation.
the

Beyond these surface-level limitations, however, there
are specific limitations in the design and implementation
of the study which bear mention.

Under normal circumstances, experimental research

designs involve the researcher in an investigation of
others.

In this case, however, the researcher and the per-

son being observed are one and the same.

This was deemed

necessary since no other Executive Director of

a linking

agency, capable of exercising both administrative and con-

sultative skills, was willing to engage in a rigorous research project of this type with its participating systems.
The fact that the researcher and the subject were one and
the same introduces the possibility of bias, which was con-

sidered in the design of this study.

Secondary data were

collected by professionals unfamiliar with the hypotheses
of this investigation so as to reduce the influence of any

such bias.

This matter will be treated more thoroughly in

the procedural and results sections.

Each team involved in this project was self -selected.
This enhanced the objectivity of the design but it also

became a constraint, since not all groups included

a top-

by the
level administrator, as was originally called for
design.

Further, one of the four planning teams chose to

withdrew
operate bn its own planning schedule and thus,
This limited the
from the process utilized by this study.
amount of data available for analysis.

In addition, the

:
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numbers involved in each team ranged from three to five

participants, which precluded the use of a statistical test
for significance in the examination of results.

Finally, a review of five hundred standardized instru-

ments revealed none that specifically addressed the variables under investigation.

In order to insure fairly

scientific standards of data analysis, two questionnaires
were developed specifically for use in this study.

Although

extensive research into appropriate theoretical and statistical guidelines preceded the design of these questionnairs, their reliability and validity can be questioned.

Significance
This study questions whether or not it is possible
for a change agent to control or influence client percep-

tions of him/her through the use of selected intervention

strategies.

Further, it examines whether it would be

possible to control these perceptions, so that at times
the change agent would be seen as an "outsider

and at

ether times, as an "insider."

perceptions of
If it were possible to control client
a

change agent in terms of "external" and "internal

images
1)

management of
it could result in more effective

planned change efforts;

14

2)

specifically, it could provide for a greater

range of behavioral alternatives for the change
agent;
3)

it could enhance the linking agency director's

capability for serving in the dual role of

service-provider and consultant.

Understanding the process of organizational change
and the most effective ways of inducing a supportive,

rather than resistant, reaction to it assumes great sig-

nificance in a technological society.

With or without our

consent, we are being required to live at a pace defined
by the increasing productivity of machines.

Particularly

in the areas of knowledge and communication we are wit-

nessing an "information explosion," due largely to the

streamlining of scientific methodology and automation

(32)

.

Further, science and its counterpart, technology, have

generally been associated with the idealistic notion that
both could improve the human lot.

Not only scientists,

executives, and policy-makers, but also the general public

seemingly concur that knowledge should be useful to man.
United
To a great extent, democratic societies such as the
for that
States have insisted on mandatory public education

reason.

And increasingly in recent years, we have wit-

primary
nessed that the public school system, as our
become as well
vehicle of knowledge dissemination, has

a

15

vehicle for effecting social change, particularly social
change mandated by legislation.

Given the recent rash of mandated legislation for
change in education, this extended capability could have
far reaching significance with respect to assisting

schools toward a strategy for implementation.

16

REFERENCES FOR CHAPTER

1)

I

R. G. Havelock et al.
Planning for Innovation
Through Dissemination and Utilization of Kno^edge,
2nd ed.
Ann Arbor, Michigan: Center for Research
on Utilization of Scientific Knowledge, Institute
for Social Research, 1971.
,

^

2)

G. Bennis, K. E. Benne, and R. Chin, The Planning
of Change 2nd ed.
New York: Holt, Rinehart and
Winston, Inc., 1969.

W.

,

3)

Lippitt, J. Watson, and B. West ley. The Dynamics
of Planned Change, A Comparative Study of Principles
and Techniques.
New York: Harcourt ,* Brace and
World, 1958, pp. 91-126.
R.

,

4)

R. G. Havelock, The Change Agent’s Guide to Inno vation in Education
Englewood Cliffs, New Jersey:
Educational Technical Publications, 1973.
.

5)

R. B. Duncan, "Criteria for Type of Change Agent in
Changing Educational Organizations." Paper presented at the American Educational Research Association, 57th Annual Meeting, Chicago, Illinois, April

1972.
6)
10)

Ibid. p.

26.

7)

Havelock, The Change Agent's Guide

8)

N.

.

C. Gross, A. W. McEachern, and W. S. Mason,
Studies of the
Explorations in Role Analysis
School Superintendency Role. New York: John Wiley
and Sons, 1958.
:

9)

Jwaideh and G. W. Marker, "Training Teachers as
Change Agents," Viewpoint May 1972.

A.

,

Klein, "Some Notes on the Dynamics of Resistance
The Defender Role," in G. Watson, ed..
to Change:
Concepts for Social Change. Washington, D.C.:
National Training Laboratories, Cooperative Project
for Educational Development Series, Vol. If 1966.
D.

11 )

Sarason, "The Principal and the Power To Change,"
The National Elementary Principal July-August 1974.
EA 505 195
EJ 10 2 55“2
S.

,

:

17

12)

Sarbin and V. L. Allen, Role Theory, Handb ook
Socia l Psychology Vol. I.
Reading Pennsylvania
Addison Wesley Press, 1968.
T.

R.

,

,

13)

I. D. Steiner and J. S. Dodge, "Interpersonal
Perception and Role Structure as Determinants of Group and
Individual Efficiency," Human Relations, 9 (1957):
467-480.

14)

Bennis, Benne, and Chin.

15)

Havelock, Planning for Innovation

16)

Bennis, Benne, and Chin.

17)

Havelock, Planning for Innovation

18)

Lippitt, Watson, and Westley.

19)

R. Chin and K. D. Benne, "General Strategies for
Effecting Change," in W. G. Bennis, K. D. Benne, and
R. Chin, The Planning of Change
2nd ed.
New York:
Holt, Rinehart and Winston, Inc., 1969.

.

.

,

20)

Gallessich, "Organizational Factors Influencing
Consultation in Schools." Journal of School Psychol -

J.

ogy,

11

(March 1973): 57-65.

E. Greiner, "Organizational Change and Development,"
Cambridge, Massachusetts:
Ph.D. Dissertation.
Harvard University, 1965.

21)

L.

22)

Havelock, Planning for Innovation

23)

Duncan.

24)

Ibid.

25)

Foshay is cited in a document attributed to E.
Rogers and others, "National Seminar on the Diffusion
Perof New Instructional Materials and Practices.
the^
at
presented
Papers
Diffusion."
spectives on
National Seminar on the Diffusion of New Instructional
Materials and Practices, Racine, Wisconsin. June
Social Science Education
Boulder, Colorado:
1973.
Consortium.

26)

.

Havelock, The Change Agent "s Guide.

18

27)

Schein, W. Bennis, F. Steele, D. Berlew, Interpersonal Dynamics
Homewood, Illinois:
Dorsey
Press, 1968.

E.

.

28)

Duncan.

29)

Ibid.

30)

J.

R. P. French, Jr., and B. Raven, "The Bases of
Social Power," in D. Cartwright, Studies in Social
Ann Arbor, Michigan:
Power
Institute for Social
Research, 1959.
.

31)

H. Raven and J. R. P. French, "Group Support,
Legitimate Power and Social Influence," in Journal
of Personality
26 (1958): 400-409.

B.

,

32)

Havelock, Planning for Innovation

.

CHAPTER

II

LITERATURE REVIEVJ

Overview
In this chapter the investigator provides a review
of the literature that most directly relates to the pro-

posed "hybrid model" for change agentry.

The intent here

is first to provide background information of related past

research and, secondly, to establish a rationale for the
hypothesis.

The following chapter reviews the literature

related to five questions;

1)

What are some models for change?

2)

What are some of the basic issues and forces
related to these models?

3)

What roles do change agents play in managing the
change process?

4)

What are the inherent advantages and disadvantages
related to these roles?

5)

What does the literature say about a "hybrid
model" of change agentry?

The chapter begins with a review of the models for
by replanned change to determine what factors are cited

searchers as supportive of change implementation.
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This

.

.
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first section also inquires into the evidence
supporting
the hypothetical hybrid model being proposed by
this inves-

tigator.

The attempt is made to identify those factors

that enhance the planned process as well, as those that are

causes for resistance.

In the final section, the investi-

gator reviews the major literature related to the creation
of a role and sources of influence attributed to specific

roles

Introduction

Although technological and consumer systems are often
regarded as capable of rapid change in response to the

advancement of knowledge or fluctuations in the economic
market, educational institutions have been accused of being

highly resistant to change, adhering rather to traditional

methods and values.

With respect to educational institu-

tions, Piele reports the dismaying evidence that

"...

the

delay between the development of new priorities and their

institutionalization [may be estimated] at anywhere from

generation to a half a century

..."

a

(1).

Miles indicates three basic reasons for the time lag
in adapting to change; the absence of valid research find-

ings; a lack of change agents to develop ideas actively;

and the absence of incentives for innovation

(2)

His

research implies that schools would use new ideas and

,
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products to improve educational practices if they were

appropriate to their needs,

^

the diffusion of that in-

formation were facilitated by a change agent, and if the
staff were rewarded for their initiative.
This study takes as its premise that educational

institutions no longer have the luxury of that type of con-

ditional response.
law.

Social change is being mandated by

Schools are leaving themselves open to legal action

if they fail to utilize the knowledge,

ideas, and products

available to them for complying with new regulations.

If

Miles is right, that educational change can take place

smoothly and effectively with the application of rational
measures, then steps should be taken to institute such

measures with all possible speed.

Part

I:

Models for Planned Change

Because schools are in the business of learning and
no innovation is possible without learning

(3)

one can

postulate that educational systems follow Miles's essentially "rational" model.

An examination of the literature

one
indicates, however, that the rational model is only

process.
frame of reference for viewing the change

and Benne refer to educational agencies as

"

Chin

socio-technical

of the
systems, linking the work tasks and production

interpersonal
organization to the producers, i.e., the
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psycho-social network within the system.

Accordingly,

along with the "rational-empirical" prototype, they postulate two other model classifications, which address the

forces at work among individuals.
1)

Empirical-Rational
This model depends on research and the dissemination of knowledge. A basic assumption underlying
the model is that people are guided by reason and
rational self-interest, and that they would implement changes if it seemed logical and appropriate.

2)

Normative- Re-educative
This model is based on the premise that "patterns
of action and practice are supported by sociochanges in normative oriencultural norms.
tations involve changes in attitudes, values,
skills, and significant relationships, not just
changes in knowledge, information or intellectual
rationales for action and practice." (4)
.

3)

.

.

Application of Power
The basis of this model is the idea that people
with less power will comply with the plans, directions, and leadership of those with greater power,
when "authority" is applied.

These models will be treated in more detail later on
in this text.

Gallessich lists five change strategies which she
labels as "models" and which roughly correspond to Chin
and Benne's classifications

(5).

Her "crisis model"

postulates that the energy for change in
at its crisis points.

system change as

a

a

system resides

Presumably a crisis would motivate

rational-empirical means of relieving

the
disruption which is also in the self-interest of
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self-interest of the organization.

The "normative-

re-educative" idea is implied by three of Gallessich's
other models:

1)

a "systems model," suggesting the need

to study organizational processes to induce change;
a

2)

"congruency model," in which the change agent evalu-

ates and works with the discrepancies between perception
and practices; and

3)

a "Lewinian force-field analysis"

model in which the change agent attempts to lessen the
forces of resistance and harness the driving forces of a
system.

Chin and Benne's "power model" is reflected par-

tially in the Lewinian strategy above, that is, one of the
"driving forces" operating within a system may be the

power strategies at work.

One additional power model cited

by Gallessich manipulates the support of influential people

within the organization.
Greiner's rather extensive literature survey identifies
seven "commonly used" approaches to organizational change
(

6

)

:

1)

A one-way announcement
The Decree Approach
originating with a~person with high formal
authority and passed on to those in lower posi7,8).
tions (e.g.
:

,

2)

3)

Individuals in one or
The Replacement Approach
mors key organizational positions are replaced
The basic assumption is
bv other individuals.
are a function of
changes
organizational
that
changes
(8,9).
personnel
:

Instead of decreeing or
The Structural Approach
in j ec t ing new blood into work relationships,
management changes the required relationships of
subordinates working in the situation. By
:

.

.
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changing the structure of organizational
relationships, organizational behavior is also
presumably affected (10,11,12,13).
4)

The Group Decision Approach
Participation by
group members in implementing alternatives specified by others.
This approach involves neither
problem identification nor problem-solving, but
emphasizes the obtaining of group agreement on
a predetermined course (14,15).

5)

The Data Discussion Approach
Presentation and
feedback of relevant data to the client system
by either a change catalyst or by change agents
within the company. Organizational members are
encouraged to develop their own analyses of the
data which has been given to them in the form
of case materials, survey findings or data reports

:

:

(16,17)
6)

7)

Problem
The Group Problem-Solving Approach
group
through
problem-solving
identification and
This
outsider.
an
of
help
with
the
discussion
would be one type of "planned change" (18)
;

Training in sensitivity^
The T-Group Approach
and group behavior.
individual
of
processes
to the
are
relationships
and
patterns
work
Changes in
interpersonal
in
changes
from
follow
assumed to
T-Group approaches focus upon the
relationships.
first, then hope for,
relationships
interpersonal
in work performance
improvements
toward,
or work
:

(19)

.

If we attempt to interpret Greiner's classifications

of
in accordance with the aforementioned classifications
reChin and Benne, Greiner's "decree approach" directly

flects their power model.

Both the "replacement approach

with a power
and the "structural approach" are also linked
decisions "passed
formula, in that both rely on management
down" unilaterally as orders or requirements.

Although

relationship variable
they do presume the importance of the
approaches work with formal
in affecting change, these

25

lines of authority rather than with the informal social

mores of the worker group.

The "group decision approach"

makes much greater use of normative-re-educative principles
by requiring group agreement, even though the alternatives
for group discussion are "specified by others"

— presumably

others in power or having authority.

Greiner's "data discussion approach" is most similar
to the empirical-rational model of Chin and Benne.

Data

and research findings are assumed to be intrinsically per-

suasive and change-producing.
tional member- testing

,

With or without organiza-

the "facts" speak for themselves.

The "group problem-solving" and T-group" approaches

both fall most readily into Chin and Benne

re-educative classification.

'

s

normative-

Both rely heavily on the

group's willing acceptance of new knowledge, akin to the

premises of the empirical-rational model.
of that "new knowledge"

— namely,

But the nature

group process training

is inextricably linked with the normative— re— educative

model, which specifies attention to "patterns of action

and practice."

Greiner's analysis is helpful in calling attention
to the potential roles of the change agent:

power approach-

or internal
es seemingly call for management-style agents
ap
personnel with decision-making authority; empirical
expert, who
proaches emphasize the need for an objective

approaches rely
gathers and interprets data; normative

.
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on a change agent who is skilled in group facilitation

and aware of the interpersonal dynamics at work in the

organization.
Of the numerous models of the change process and dis-

cussions of the change agent's role, none is so frequently

cited and drawn upon than the synthesis of Havelock

(20)

His models are formulated in terms of "propositions,"

which specify

a)

the role of knowledge, b) the nature of

the user population, and

c)

the role of the change agent.

Further, they state strategies for use in implementing

innovation.

Havelock's work supports the roles of the change
agent implied by Greiner's approaches.

possible roles:
helper"
1)

2)

3)

He defines three

"catalyst," "solution-giver," and "process-

:

Catalyst: An agent who prods, pressures, and
creates the stimulus for altering the status
All his actions are designed to get things
quo.
going.

Solution-Giver: The emphasis here is on the_^
utilization and transmission of knowledge. The
solution-giver provides information to a system
in a skillful manner, considering.
What information is pertinent and timely
When it is to be surfaced
How to introduce it.
The process-helper guides
people through the change process, assisting
them to define needs, set objectives, create
solutions, etc. A critical aspect of the
process-helper's role involves confronting
inhibiting behaviors.
P rocess-Helper

:
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Clearly, there are direct parallels between Havelock's

solution-giver and the writer's term "expert"; between
Havelock's process-helper and the term "group facilitator,"
used above.

His definition of catalyst, while not speci-

fically designating a power affiliation with top-level

decision-makers, certainly connotes the managerial, administrative, or leadership function of "taking action" or

executing decisions.

An investigation of Havelock's cate-

gories of propositions on the change process clarifies
these role definitions in ways which are instructive for
the purposes of this research.

Basically, the Havelock propositions are grouped into
four process classifications, each of which assumes a

slightly different perspective of change, and each of
These

which may apply under a certain set of conditions.
four categories include "Change as a Problem-Solving

Process," "Change as a Research, Development and Diffusion Process"

(RD

&

D)

,

"Change as a Process of Social

Interaction," and "Change as a Linkage Process."

The

an
latter linkage model is Havelock's own formulation in

effort to compensate for what he perceives as the inadequacies of the first three models.

Further, the in-

address
adequacies which the linkage model was designed to
system" (or memconcern the interplay between the "user
(or
system
bers of an organization) and the "resource
an interplay which has critical
research and development)
,

28

implications for this study in that it begins to establish
the rationale for a hybrid model.

Each of these four

models is discussed below.
Model

I;

Change as a Problem-Solving Process

Propositions

:

1)

Diagnosis of system needs must always be an
integral part of the process;

2)

The outside change agent should be non-directive;

3)

Internal resources (those already existing and
easily accessible within the client system itself)
should be utilized;

4)

Self-initiated and self-applied innovations will
have the strongest user commitment and the best
chance of long-term survival (21)
.

Discussion

.

The responsibility for change implied

by the problem-solving model rests with the client popu-

lation who are presumed to also

^

the resource system,

capable of identifying problems, generating solutions, and
acting on them.

The model makes no provision for inno-

vations developed outside the user system other than the

knowledge of group process variables which is supplied by
a change agent acting the role of process-helper.

Havelock states that this model operates on the assximption
that people do not generally want to change.

Thus, the

group by showmodel requires an outsider to motivate the
in relation to
ing the "how to" of the change process

their needs.

For that reason, the model specifies a

labeled an
"process consultant" for this role, probably

.

.

.
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outsider more with respect to necessary objectivity than

positional role.
Model II;

Change as a Research, Development, and Diffusion

Process (RD

&

D)

Propositions

;

1)

Successful innovation requires formal planning
(both short-term and long-term)

2)

Innovation is more effective if labor is rationally
divided according to functions (diagnosis, information, retrieval, research, development, and
application)

3)

Effective utilization of complex innovations must
be preceded by coherently co-ordinated research,
development and evaluation.

4)

Innovations are more effective when innovators
begin by stating objectives or desired objectives
in behavioral terms.

5)

6)

Innovation is more effective when evaluation is
employed at each step of development, diffusion,
and installation.

Innovation is more effective when it includes
analysis of cost-to-benef its ratios of specific
alternatives (22)

Discussion

.

As seen in Greiner's exploration and

that of Chin and Benne, the "research" model presumes the

willing acceptance by a semi— passive client population of
knowledge for its own sake, and their own good.

These

propositions do not imply any real distinction between
issues;
client populations but, rather, speak to generic

innovation has its own rewards.

Piele identifies this

adaptation
model as "user-proof," where "every problem of

.
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or translation has been anticipated and solved by the re-

search system

.

.

.

the criterion of cost-effectiveness

suggests the desirability of developing innovations that

will work almost everywhere

..."

(23)

,By

contrast to

the problem-solving model, the client is assumed to re-

quire little or no ownership of an innovation in this
scheme, an issue which is controversial at best.

Huber-

man's research on the durability of innovation strongly
argues the need for changes which are internalized by the
users, giving them a personal desire to persist with new

practices.

"The fact that educational operations are car-

ried on by persons as instruments of change rather than
the use of physical technology

.

.

.

makes it necessary

to change basic attitudes when we change behaviors or

skills."

(24)

Foshay, too, supports the importance of in-

ternalization, as well as "client-specific" solutions,

rather than the user-proof notion promoted by the RD
model.

&

D

He offers several helpful prescriptions about

implementation, which are also relevant to this discussion
1)

"If an innovation is not comprehensible to the
leadership of schools, it will be trivialized

or aborted.
2)

3)

both
To be successful, an innovation must appear
it)
legitimizing
to come from the top down (thus
honest)
and from the bottom up (thus being
the
Change introduction must be consistent with
strategy
adoption
local reward system, and the
both
must involve meeting the role needs of
teachers and administrators.' (25)

.
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These generalizations suggest that the third model,

which emphasizes client norms, might produce more durable
change than the RD

Model III;

&

D approach.

Change as a Process of Social Interaction

Propositions

:

1)

Effective dissemination and utilization can be
facilitated by informal opinion leaders.

2)

Adoption of new ideas and practices is strongly
influenced by the perceived norms of the user's
professional reference group.

3)

Informal person-to-person contact is important
in effective dissemination.

4)

Users with close proximity to resources are more
likely to use them.

5)

Users usually respond only after repeated inputs
from diverse sources; key concepts in diffusion
are redundancy, diversity, synchronicity (26)

Discussion

.

This model apparently gives credence

to the normative-re-educative idea, emphasizing the impor-

tance of the client communication systems and group norms.

Client perceptions are the key issues of this model;

per-

ceived professional norms, perceived group leadership,

perceived identity through "one-on-one" contact, and
familiarity.

To this end, the change agent apparently

"group member"
must actively cast himself or herself as a

sense of the
and resort to strategies that convey the
resource proximity,
known and familiar, namely, repetition,

on-site presence^ and involvement.

The change agent must

client group to be incorbe, or become, enough like the

.
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porated within the communication system.

This notion is

picked up and extended by the model Havelock himself formulated,

i.e., the linkage model.

Model IV;

Change as a Linkage Process

Propositions

;

1)

To be truly effective, a resource person must be
able to simulate the user's problem-solving process.

2)

To get help from resource persons or systems, the
user must be able to simulate resource system processes for example to appreciate research knowledge, s/he must understand how it is generated
and validated.

—

—

3)

Effective utilization requires reciprocal feedback between user and research systems.

4)

Resource systems need to develop reciprocal and
collaborative relationships, not only with a
variety of potential users but also with a large,
diverse group of other resource systems.

5)

6)

Users need to develop reciprocal and collaborative
relations with a variety of resource systems.

A willingness to listen to new ideas (openness) is
This applies
an important pre-requisite to change.
to resource persons and to users (27)

Discussion

.

The linkage model begins from the

problems-solving approach and extends it, endorsing
Foshay's notion that the client group legitimizes inno-

vation by identifying it as relevant to itself

distinguish this model from the others:
"collaborative."

.

Two words

"reciprocal" and

The linkage model requires mutuality be-

(or contween the user (or client group) and the resource
to and
It assumes that the resource has access
sultant)
.

,
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respect for the local knowledge and experience of the
client group; whereas the client group has desire for the

expertise of the resource person and grants him/her authority

.

The use of the term "simulation" is striking.

In

reference to the consultant, the term seems to mean "to
model" or "to empathize," i.e., the consultant identifies

with the client group, embracing its problem-solving process.

This implies something different from content know-

ledge and group-process knowledge on the part of the consultant: it suggests something akin to a shared leadership
role, or the interchangeable juggling of the solution-

giver, process-helper, and catalyst strategies.

As Piele

points out, the linkage model really depends for its success on both the expertise of the consultant and the

expertise of the client:

"The interplay, or contact,

between the two adapts the innovation to the specific
situation."

(28)

The Concerns-Based Adoption Model: Variation on a Theme.

Before summarizing this discussion of Havelock's models it
is instiructive to speak of one additional model regarding

the change process, specifically that of Hall and his

colleagues

(29)

Adoption Model"

referred to as the "Concerns-Based
(CBAM)

.

This is another linkage model

and an
emphasizing collaboration between the user agency
to Piele
external resource or change agent. According
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it looks more like Havelock's RD

&

D model,

in that it

assumes the intrinsic value of an externally-developed

innovation and takes for granted that such innovations
will be adopted by the user group given the proper conditions of facilitation.

As indicated by its title, CBAM's

interpretation of the client group's attitude toward
change is essentially one of "resistance."

The user's

willingness to adopt an innovation depends on its concerns
about it.
procedural:

They key to facilitating adoption seems to be
a

step-by-step modification of user concerns

about the innovation.

The change agent must guide the

user group through a process of "systematic desensitization," if you will, gradually reducing its concern level.

This process utilizes the stages of the change process
affirroed by problem-solving models, each stage designed

to address and assuage concerns about innovation, and

develop ownership by the client group in the change process

.

The intricacies of CBAM are not really central to

this research.

It is informative for our purposes largely

lends support
in that the linkage aspect of the CBAM model

some directo the validity of a hybrid model and points
assume.
tions as to what "shape" such a model might

Summary.'

literature
Up to this point, we have examined the

determine what factors are
for models of planned change to

.
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are cited by researchers as supportive of change
imple-

mentation, and very specifically, what support exists
for
the hybrid model of change agentry

.

Although a number of

models are described, they appear to fall into one of two
categories, i.e., as primarily empirical-rational, or

primarily normative-re-educative.

The former are largely

innovation-specific, based on research designed external
to a user system.

The members of the user system are con-

sidered passive recipients of change agent expertise.

As

such, the role of the change agent in such systems is pre-

dominantly that of solution-giver.
In normative-re-education models, the emphasis is on

process or client adoption of the innovation.

Process con-

cerns are directly linked with the problems and felt needs
of the user system, and take into account client percep-

tions of norms, values, power relationships, and system

variables which are unique to the organization.

Such a

model presumes the client group to be highly participatory
in identifying problems and offering solutions, so that

the role of the change agent is perceived as less actively

that of "expert," and more client-oriented (Havelock's

process-helper or catalyst types)
In examining research for evidence of which model pro-

duces more effective and durable change, more support was
found for the normative-re-educative approach, particularly
depends on
as regards educational system change, which

.
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persons within the system (teachers) to serve as instru-

ments of change for others (students)

.

Further, more re-

sserch suggests that active interplay between the user

system and the resource system is critical to the imple-

mentation of innovation.

Empirical-rational models, by

virtue of imposing external research solutions which are
not system-specific, generally do not provide adequately
for client involvement in the design of the change process.

Such involvement was seen by researchers as central

to the internalization of change.

Further, the relevance

of an innovation, particularly its consistency with both

the local rewards and norms of the client system, was

found by researchers to be instrumental in its adoption or
rejection.

Such relevance was much more likely an outcome

of user-active, normative-re-educative models.

Similarly,

however, normative-re-educative models were much less

likely to incorporate maximal utilization of external
resources.

Because of their dependence on "the group as

its own reference point," these models tend to stress

user behavior which is conformist, whereas innovations
rely on the willingness of the group to allow for the

fresh viewpoints necessary to the achievement of creative

insights
The cumulative findings presented thus far make a
’

which
strong case for the development of a hybrid model,
two researchers investigated.

Havelock's linkage model
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and the CBAM model proposed by Hall et al. attempt in
*^iff6rent ways to amalgamate the best of the empirical-

rational and normative-re-educative approaches.

Essen-

tially, Havelock's model adapts the expert of the

empirical-rational model to the processes of the normativere-educative model.

His change agent has the authority of

the solution-giver, but becomes like the client group,

adapting to its problem-solving processes.

In essence,

the change agent used the strategies of catalyst, process-

helper, and solution-giver interchangeably.

The CBAM

model incorporates elements of the normative-re-educative

approach into a rather standard empirical-rational model.
The attitudes and concerns of the client toward the inno-

vation are taken into account structurally and procedurally, by utilizing the stages of the change process specified

in the normative- re-educative model.

Part II:

Analysis of the Change Process as It

Relates to the Role of the Change Agent
In attempting to create a change agent capable of

implementing a hybrid model it seems significant to underwill, of
stand more completely the job description, if you

the "hybrid change agent."

What are the tasks of the

or
change agent operating as catalyst, solution-giver
structural
process-helper? Do researchers spell out a
,
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sequence in which these tasks are to be accomplished?
so,

If

is that sequence the same or different, depending on

the role of the change agent?
In both of the hybrid models of change cited above,

the change agent calls upon the processes of the normative-

re-educative model.

Particularly, the concerns-based

adoption model implies that a structural sequence of
stages, consistent and developmental, typifies the

normative-re-educative change process.

An examination of

the literature for evidence of these stages might point

directions as to the tasks of the hybrid change agent.

Although the literature on this aspect of planned
change is again plentiful, researchers seemingly concur
that the normative-re-educative change process proceeds

through some five or six definitive stages, which are
labeled variously.

upon Havelock again

In this section, we will draw heavily
(

30 )

,

whose studies are generally

accepted as being a synthesis of the existing work in
this area.

Havelock, in turn, seems to make substantial

use of the earlier research of Lippitt et al.
Stage

I:

Establishing a Relationship

.

(

31 ).

Both Havelock

in the
and Lippitt claim that the first stage consists

and the
building of a relationship between the client

change agent.

Such relationship-building must take into

group with
consideration both the specific individual or
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whom the change agent will be working directly, and the
network of individuals or groups related to the client who
may be involved indirectly in the change process.

Remem-

bering the socio-technical aspect of educational institutions suggested by Chin and Benne above, the change agent

must take into account the common beliefs, values, and
rules of behavior which characterize the client group.

Such norms provide criteria for involving the client group
in the process of change by demonstrating what rewards

will provide the necessary incentive for adoption of an
innovation, what the client system expects and desires in
terms of change, and, in general, how the client group

operates as a "system."

Critical to the change agent's

understanding of group norms is the identification of the
formal leadership structure which obtains for the group.
as well as the informal leadership, what Havelock labels

the "inf luentials" or opinion leaders.

Most change agents find themselves in the position
of having to select from the entire client system
a few members with whom they will be able
to work directly throughout the change effort.
Successful change agents have found it wise to try
to include people who represent the following
system characteristics:
.

.

.

-opinion leadership
-formal authority
-representatives of major factions or vested
interests
^public relations representatives
-those having credibility and respectibility
_

_

_

good
have
With such peope working for you, you willsystem ^(32).
client
chance of influencing the entire
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Obviously, the issue being raised here is twofold.
To influence the client system as a whole, the change agent

gains credibility by utilizing the sources of influence

which already obtain within the system.

However, the

change agent must first be acknowledged by those influen-

tials as legitimate and competent for the role s/he is to

play in the change process.

The change agent gains power

poth on the grounds of expertise and association with the
power sources within the client system

.

In terms of this, Havelock presents an analysis of

the relative advantages and disadvantages of the change

agent who is an "insider" vs. the change agent who is an
"outsider," a debate critical to the structure of this
study.

The insider has the advantage in knowing the power

leverage within the system, in speaking the language of
the client group, in understanding the norms, needs, and

aspirations of the system; s/he is

a

familiar figure.

"Most of what s/he does is understandable and predictable
as

'member' behavior; therefore s/he doesn't pose the

threat of the 'new' and the unfamiliar."

(33)

On the other

experhand, the insider may lack objectivity, specialized
of movetise, status within the system, and independence

ment.

difficult
"The inside change agent usually faces the

with the
task of redefining his/her ongoing relationships
In assuming the new role
other members of the system.
to change the expectations
of change agent, s/he must be able
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that associates have about how they will relate to him/
her."

(34)

Obviously, the outsider brings a fresh perspective,

potentially capable of perceiving problems and issues
which are not apparent to the insider.

Such a change agent

can operate independently of the authority base within a
system, and thus take on issues which insiders might feel

inhibited about engaging.

As indicated in the discussions

about RD

the outsider represents the con-

&

D models above,

sultant function, bringing in genuinely new and innovative
solutions to system problems.

the outsider is a

But,

stranger, and as such, a possible threat.

S/he may not be

sufficiently involved in the concerns and needs of the
client system, too independent and too far removed to
really understand the inner dynamics of the client group
(35)

.

Havelock suggests that the solution to the insider vs.
outsider dilemma is the provision of a "change agent team"
in which both insiders and outsiders work together, a sug-

gestion which is supported by Lippitt:
Some large change projects have ... a special
place for a consultant within a change agent team.
In a counseling center, for example, the counselors
with a psychiatrist ... to raise
may meet
troublesome questions which they cannot answer themWhatever the problem, a discussion with
selves.
anxiety and
a competent advisor can help to reduce
to
opportunity
The
restore self-confidence.
fellow
with
questions
raise and discuss disturbing
can prochange agents or with an expert consultant the
and
help,
vide both reassurance and direct
.

.

.

.

.

.

.

.

.

.
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resulting gain in the change agent's security and
self-confidence can give both stability and a
sharper focus to the change process. (36)
Stage II;

Diagnosis

.

Clearly the search for a change

agent by a client system does not begin without some basis
of need, and yet all researchers point up the danger of

proceeding to innovation-diffusion before conducting "needs
assessment."

Such a diagnosis should be conducted using a

representative sample of organizational members, and include the following:
issue;
3)

2)

1)

member perceptions of the problem

perceptions of the need for change in the system;

the oppenness to change in the system;

or opportunities available for change;

5)

4)

the resources

the commitment

of members, and particularly of the leadership, to imple-

ment change, to provide incentives for it, and to work
through the difficulties which are likely to arise from
the change process.

Both Havelock and Lippitt use medical terminology to

discuss the diagnosis stage.

"A good diagnosis is a

description of the client's problem which includes the
essential details of symptoms, history, and possible
causes," says Havelock.

"You will probably begin this

diagnostic stage with the client's 'pain'
need--as the most obvious fact."

(37)

his feeling of

Such terminology

and
suggests the crisis model postulated by Gallessich
More generally.
referred to in the discussion above (6)
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however

,

it raises the thorny issues of motivation and

resistance

key factors for the change agent to recognize

,

and prepare for.
If the system is currently in pain or trouble, this
in itself may generate defensive obstacles to accurate
self-diagnosis. The pain may be so great that attention is riveted upon symptoms; the client; s only
clear thought is that the symptoms must be removed.
At the same time, both individuals and groups may be
afflicted by a motivated inability to see their own
responsibility for their pain:
it is hard to admit
one's own shortcomings, whether they be simple disabilities or complex expressions of hostility and

destructiveness. Moreover, the factors which permitted the system to get into trouble in the first
place are still working to sustain the trouble and
block alternative courses of action. (38)
This capsule summary of the motivation/resistance

issue by Lippitt et al. suggests, but does not detail,
the full array of possibilities lying in wait for the un-

suspecting change agent.
greater detail at stage V.

This issue will be dealt with in

For the purposes of the diag-

nosis stage, Havelock takes care to lay the groundwork by

identifying nine precautions against resistance:

make some kind of diagnosis. Try to find
out what the client needs before you charge in
with "solutions."

1)

.

2)

.

.

Identify and list the obvious symptoms as stated
by the client
.

3)

4)

5

)

Look for the second level symptoms which may
underlie the obvious ones.
patterns of
Infer underlying causes v/hen you see
lack
symptoms, but do not assume them when you
sufficient evidence.
well as
Identify opportunities and str engths as
problems and weaknesses.
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6)

Look at your client c^roup as a 'system and
construct a diagnostic inventory from a systematic
viewpoint.

7)

Work with your client to establish meaningful
obtainable and measureable objectives.

8)

Try to get maximum participation from members of
the client system in the diagnostic process.

9)

Always consider the impact of diagnostic information on your relationship with the client
(39)

*

,

.

From this list of precautions it is possible to infer

hybrid model strategies for the change agent.

Havelock

suggests, as we have seen before, that taking the norms of
the client system into consideration provides for client

ownership of the need for change.
9,

Items 1,

2,

6,

8,

and

above, all stress the significance of client involve-

ment in the change process as prescribed by the normativeand

above suggest the RD

re-educative model.

Items

empirical approach:

dividing labor according to function,

5

7

&

D,

stating change objectives in measurable, behavioral terms,
and the evaluation of cost-to-benef it ratios.

Stage III.

Havelock and Lippitt have different titles

for Stage III, and thus a different set of tasks for the

change agent.

Whereas Havelock seemingly lumps diagnostic

feedback with the diagnosis stage, Lippitt et al. treat
it as a critical stage, of its own.

Stage III by the title:

They thus identify

"Selecting the Correct Helping

as a vehicle
Role," using the data of the diagnosis process
Depending on which role is selected.
for role selection.

;
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solution-giver, catalyst, or process-helper, the remaining stages of the change process seemingly follow the

power approach, the empirical approach, or the normative-

re-educative approach, respectively, as previously discussed in section
Havelock's

.

1.

label for Stage III is "Acquisition of

Relevant Resources," which he further breaks down into
seven resource areas;

resources for diagnosis; aware-

ness resources demonstrating the range of possible change
"solutions"; evaluation resources facilitating a "pre-

screening" of the alternatives; how-to information about

specific innovations; inside follow-up evaluation resources facilitating client judgment of whether or not an

innovation is system-specific and effective; information
on short- and long-term costs and requirements.

Clearly,

this process remains in the normative-re-educative mode,

with the client an active partner in the decision-making

which affects the organization.

The change agent's specif-

ic role selection is flexible, that is, not pinned into

one or another category of solution-giver, catalyst,

process-helper.

suggests that the skills

Rather, Havelock

of all three types used interchangeably provide maximal

benefits
Change agents with considerable skills in human
may want to
relations, group work (etc.)
the
throughout
initiate a series of meetings
all levels
representing
client system where members
.

.

•
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sit down together to make an assessment of the problems of their system.
This procedure, though complex and risky, has two special advantages:
1) it
allows genuine confrontation of problems and involvement in initiating change on the part of members at
all levels; 2) it provides a more detailed and
accurate accounting of the prevailing situation.
We need much more research and development on techniques for successfully managing these system-wide
self-diagnostic efforts.
If the problem is large and resources available,

Havelock suggests that an outside team of consultants be
hired to conduct the resource acquisition process.

"How-

ever, the underlying problem will probably be perceived

relevance

.

In spite of mountains of data and tests of

statistical significance, it may be hard to convince

a

client that a solution arrived at by a team of outside experts is really relevant and valid unless the client system itself is involved as a collaborator.

.

."

(40)

He

feels the most "elaborate and elegant" method would be to

combine the above, creating an inside-outside team for

action research.

Once again, we see the dichotomy of the

insider vs. the outsider.
Stage IV

.

Havelock and Lippitt again assign different

titles to Stage IV.

In a sense, they are different in

that Lippitt *s focus is on problem clarification, whereas

Havelock's focus is on solutions.

Lippitt 's label,

"Determining Change Objectives," implies both

a

forward

movement toward the actual implementation of change, and
a

diagnosis
recycling of issues discussed by Havelock under

?

:
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1)

what is the nature and scope of the change
program

going to be?

change?

2)

who are the people to be affected by the

what ingredients will be changed:

3)

beliefs? behavior? and

4)

attitudes?

which people within

the system constitute the leverage points for implementing

change (41)

Havelock designates Stage IV with the title, "Choosing the Solution," and suggests a four-step sequence which

should be followed:
search;

1)

deriving implications from re-

generating a range of solution ideas;

2)

sibility testing; and

4)

adaptation.

3)

fea-

Although he uses the

term "sequence," he acknowledges that these steps are
likely to be cycled and recycled in terms of each other.
Step

1

for example refers back to the "resource acquisi-

tion" stage; once "feasibility testing" has occurred, it

may be necessary to generate additional solution possibilities, etc.

Probably the most significant aspect of this

sequence, however, is that it is deliberately clientspecific, despite the fact that Stage IV can be described
as the RD

&

D component of the change process.

That is,

Havelock is careful to prescribe the tasks of the change
agent at this stage, in terms of the norm\ative-re-educative

process

Most of the information which comes to us from
outside sources requires some translation or
reformulation before it is meaningful as a basis
The standard
for solving specific problems.
.

.

.
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rsssarch r©port is an ©fficiant and appropriat©
conununication among r©s©arch©rs but it
is not a good v©hicl© for communication from res©arch to practice.
Therefor©, the change agent can
never "accept" a research report as it is and expect
it to be immediately useful and relevant for his/her
purposes.
Ask
the question, "What does
this mean for my setting and for my client?" (42)

nt©diuin for

.

.

.

.

.

.

In both drawing implications from the research, and

generating solutions, he urges that it is "possible and
advantageous" for the client system to be actively participatory.

He stresses the importance of stimulating a

positive and constructive approach to the problem-solving
process through the use of "mind-stretching" strategies
such as brainstorming, the constructing of ideal solutions,
and the deliberation of a full range of alternative solu-

tions rather than the solution- giving mechanism.

This

emphasis basically reiterates the motivation theme raised
at Stage II, whereby the change agent should identify

strengths and opportunities as well as problems and

weaknesses so as to stimulate energy and excitement for
change implementation.
In treating the steps of feasibility testing and

adaptation, both steps highly resonant with the standard
RD

&

D model,

specific prescriptions are given for con-

tinuing to involve the client in its own solutions.

Havelock specifies three broad criteria for judging the
feasibility of solutions, for example:
derived;

2)

1)

benefits to be

workability of a given solution in this

.
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situation, and at this time; and
this client system.

3)

dif fusibility within

The answers to such questions direct

the way for adaptation, whether they are positive or negative.

The purpose of questioning is basically to refine

solutions so that they will be maximally appropriate to
the needs of the client system, rather than external de-

signs imposed upon the system.
It should be noted that,

in spelling out the tasks

characteristic of this stage, Havelock does not specify
a role for the change agent.

On the surface, it would

appear that the change agent performs largely the solution-

giver role, by providing information to the client con-

sidering "what information is pertinent and timely, when
it is to be surfaced, and how to introduce it"

(

see p. 26

of this chapter)

However, the roles of catalyst and process-helper are

equally significant to the tasks Havelock specifies.

We

may assume that he would advocate the interchangeable use
of roles,

if a change agent had that capability.

If s/he

did not, then a team approach to the change agent role

would likely be his choice, as indicated in the discussion
of Stage III.

Stage V

.

Both Havelock and Lippitt are in agreement that

Stage V is the heart of the change process, the testing
either
point at which the preparation laid in Stages I-IV
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pays off in implementation, or goes bankrupt.

Havelock's

label for Stage V, however, stresses positive potential,

Accaptance,

whereas Lippitt's label prepares the

change agent for negative trial and challenge;

"Dealing

with Client Resistance to Change."
It has been noted in the first section of this chap-

ter that resistance to change is almost a "given" in any

organization.

Further, it has been shown that two issues

have great significance to client motivation for change,
namely, client involvement in the change decisions, and
change solutions in keeping with the norms

,

values

,

and

rewards of the client system sanctioned by the formal and

informal leadership.

Additional causes of resistance have

been noted by other researchers (43,44,45,46,47).

For the

purposes of this section, it is less important to dwell
on the causes of resistance than to note Havelock and

Lippitt's approaches to dealing with such forces.
Lippitt's approach would have the change agent first
identify sources of resistance within the client system
and then work at reducing them, using Lewin's Force Field

Analysis techniques.

He spells out a list of effective

resistance-reduction methods, most of which we have seen
before:

1)

involve the members of the client system in

the determination of change objectives;

members

'

2)

find out client

perceptions of the anticipated changes in order

change
to correct any misconceptions of the anticipated
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program;

anticipate sources of resistance on the part

3)

of the client system, using the results of earlier diag-

nosis, and address these before the client can mobilize
them; and

4)

point out the long-run benefits of change to

the system and how benefits outweigh initial problems with

change.

Like Havelock, Lippitt emphasizes the relatively

positive aspects of the change process, though dealing with
negative energy.

The tactics prescribed look very much

in keeping with those advocated by Havelock's linkage

model, blending rational-empirical elements with the client

participation of the normative-re-educative model.
Havelock's discussion of the tasks at Stage V seems
to take different forces of resistance into account at

He organizes his discus-

different sets of the sequence.

sions into the following sequence of steps:

viduals accept innovations;
tions;

3)

2)

])

how indi -

how groups accept innova-

how to choose a communication strategy which is

effective for individuals and groups

;

and

4)

how to main-

tain a flexible program for gaining acceptance.
In discussing Step 1, resistance forces which have

been seen in relation to the RD

&

D model are covered:

from
the cliont's resistance to the unfamiliar, imposed
incomoutside the system; resistance to change which is
to the
prehensible, or too large to be meaningfully related

of the system.
existing roles of individuals and operations
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Havelock calls upon Everett Rogers's six phases of the
adoption process

(48)

as a vehicle for addressing the

needs of the client contending with these forces of resistance:

awareness, interest, evaluation, trials adoption

and integration

.

,

By cycling systematically through each

of these stages, the client gains familiarity with the

innovation, applies it mentally and behaviorally to the

needs of his/her specific system, evaluates the effectiveness of the solution in actually meeting the needs under

consideration, and arrives at a decision based on individual experience with the innovation.

relevance and familiarity

,

Key issues here are

but Havelock also suggests that

the way in which the change agent facilitates each of the
six steps is critical.

He recommends that the change

agent, in turn, promote, inform, demonstrate, train, pro-

vide help, and nurture.
three change agent roles:

This is a clear juggling of the

catalyst, solution-giver, and

process -helper.
Step

2,

in focusing on group adoption, seems to ad-

social netdress the forces of resistance which relate to

works and group structures, both formal and informal.
the "weHavelock stresses the importance of identifying
is, what comthey" issues perceived by the group, that
and to defend
monalities operate to build group cohesiveness

the group's status quo.

Such commonalities are potential

into consideration
barriers to change which must be taken
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th© change agent.

On the other hand, if the conunon—

alities are analyzed in terms of common group needs, or

common group objectives

innovation

— they

action plan.

— both

of which are forces favoring

are likely to serve as guidelines for an

In addition, of course, members of the group

must be evaluated and identified as "resisters," "innovators," or "leaders."

The relative power of an individual

within the group, whether it be formal, administrative
power, or informal, opinion- leader power, will serve as a

critical factor in the groups 's acceptance or rejection of
the innovation.

Havelock suggests that the inside change

agent may have the advantage at this particular stage of
the change process.

He promotes a strategy to gain group

acceptance which harnesses the energy of the innovator and
leader members, who then serve as advocates for the innovation.

In this treatment of communication tactics for

the change agent to use, Havelock phrases this idea in an

interesting way:

Person to person contact is a very slow and costly
method if you plan to reach each and every member
It is therefore someof a large client system.
these personal contacts
restrict
to
times necessary
you should try
possible,
wherever
and
to key people
encouraging
and
training
by
yourself
to multiply
Actually,
task.
agsnt
change
this
on
take
insiders to
more
probably
are
insiders
from
personal contacts
especially
innovation,
legitimizing
effective for
leaderif these insiders have some degree of opinion
ship.

(49)
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Stage VI

Finally, Havelock and Lippitt concur that the

.

final task of the change agent is that of stabilizing the

innovation to guarantee its maintenance within

a system.

They also agree with other researchers that the durability
of change within a system is the most dubious stage in the

change process:

Many an innovation brought in with great fanfare
is superficially accepted, and months or years
later, things have drifted back to the way they
were before. Nobody may have openly resisted
change.
Nobody revoked it.
It just didn't
last
(50)
.

.

.

Lippitt believes that building in maintenance is an important contractual aspect of the change agent's responsi-

bility to the client.

First, it reassures the client that

there is a mechanism to insure the durability of the
change, and second, it provides a point of termination
for the change agent's involvement with the client.

He

suggests that the change agent should attempt to institu -

tionalize an innovation, so that it becomes as much a part
of the shared,

learned norms among members in the system

as were the former practices of the institution.

Such a

process would focus both on the structures of the client

system and the roles of individual members.

The innovation

would be seen as inherently legitimate to the way things
organizaare done within the organization and the way the

tion operates.

The attitudes and values of members within

with the change,
the organization are shaped in accordance
institution.
and reinforced by the reward system of the
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Such institutionalization could maks tha need for a change
agent obsolescent, in that members are responsible for
"policing" their own behavior congruent with the innova-

tions sparked under the leadership of the change agent.

Lippitt suggests that there may be advantages to having
the change agent remain within the system to provide on-

going help to the client system as it experiences problems in the adoption effort.

Lippitt 's change agent re-

mains somewhat "different" from the client members, however, and thus not an insider as we have discussed before.

Havelock would have the change agent build the

capability "self-renewal" into this last stage of the
change process.

His proposed method for stabilizing change

also amounts to institutionalization, namely, building into
the system
tion;

2)

1)

a reward system which reinforces the innova-

a permanent familiarity v/ith the use of the

innovation through routinization;
of the innovation;
5)

4)

3)

structural grounding

ongoing evaluation of the innovation;

provision for continuing maintenance; and

capability.

6)

adaptation

As regards adaptation capability, he suggests

that the client "should learn to be a change agent for

himself," incorporating innovative norms and the attitudes

which are fundamental to innovative behavior:
A subsystem for innovation ideally should
incorporate such features as:
a)

Full-time change agents or consultants who
understand the innovation process and can
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work easily with other members of the client
system;

Built-in competence to train all members of the
client system in the skills of diagnosis,
retrieval, selection and evaluation of innovations

b)

.

at a minimum, a self-renewing system should
be one that includes some sort of structural entity
especially set aside for innovation. (51)
.

.

.

.

.

.

Summary;

The Stages of the Change Process

.

As discussed

above, authorities concur that successful planned change

projects are characterized by five or six developmental
stages.

In the first stage, the change agent builds a

working relationship with the client group, taking into
account its common beliefs, values, and rules of behavior.
These norms will indicate what rewards will probably serve
as the impetus for change, and will suggest a direction for

the change effort.

Critical to this stage is a diagnosis

of the leadership structure, which will be utilized by the

change agent as a vehicle for influencing the client group.
In Stage II, the change agent further shapes the inno-

vation to the needs of the client group by conducting a
diagnosis of the problem, including an investigation of
system to
the capability and willingness of the client

implement the change effort.

This diagnosis alerts the

likely to
change agent to potential resistance factors
the sysIt also reveals strengths within
cause setbacks.
resistance.
tem which could be mobilized to offset
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At Stag© III, th© chang© ag©nt d©t©nnin©s an appro—

priat© h©lping rol© and id©ntifi©s th© r©sourc©s n©©d©d
to impl©m©nt chang©.

Th© cli©nt group functions as an

activ© partn©r in d©cision making, drawing upon th© chang©

ag©nt's diagnostic feedback.

Stag© IV is essentially an

extension of this process, emphasizing a narrower focus;
namely, the specific objectives and action-steps which

will be followed to achieve the ends proposed.
Stage V is considered the heart of the change process,

determining whether a change effort will be institutionalized.

At this point, when the planning phases are effec-

tively in place and the client group is on the threshold
of taking action, resistance frequently rears its ugly

head.

Authorities stress tactics for the change agent

which are designed to generate positive client motivation.
The change agent should continue to engage client energy
and involvement in decision making, while providing ample

data concerning the benefits of the proposed change, the
need and rationale for it as determined by the group, and
the commitment of the group to the proposed activities.

At each of these stages, mention is made of specific

behaviors recommended for the change agent.

Some of these

behaviors are discussed in terms of the change agent's

position relative to the system
or external.

— i.e.,

as either internal

This particular aspect of change agentry will

be treated in depth below.
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Internal vs. External:

The Change

Agent's Dilemma

During this discussion of the stages of the change
process, we have seen references to the Relative advantages
and disadvantages of the change agent's being either internal or external to the system.

Because of its significance

to the issue of client resistance, this issue has been de-

bated by a number of researchers (52,53,54,55,56,57).

They

find that no overall advantage can be attributed conclu-

sively to either the insider or outsider, though there
seem to be advantages for each at specific stages in the
change process delineated above.

Duncan

(58)

has attempted to analyze this aspect of

change agentry in some detail (see Table

1)

.

According to

his analysis, the external change agent appears to enjoy
an advantage in Stages I-IV of the change process, whereas

the internal change agent moves into the advantageous posi-

tion in Stages V-VI

resistance.

,

particularly when dealing with client

Duncan endorses the team approach advocated

by Havelock, which seems to have the lead at all stages at

expected.

The composition of such a team should include

both an internal and external change agent.

The internal

better
agent, by virtue of being in the system, is in a

position to help maintain changes at the implementation
external change agent is perceived as bringing
phase; the

.

.
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TABLE

1

ANALYSIS OF CHANGE AGENT DIMENSIONS OF
SPECIFICATION AND CHANGE AGENT TASKS

^o

o

Tasks of the
Change Agent

Agent

> 'g d n* o 3 (D 3 « o

Agent

Agent

Agent

m

Agent

Agent

Heterophilous

Homophilous

Internal

External

Change

vs

Change

Single

Change

vs

Change

Change

vs.

Change

Team

1
I.

II.

Establishment of a relationship
A. Acknowledgement viewed as
legitimate
B, Sharing of expectations
1. Change agent view and
methods of operation
2. Client system expectations
C. Sanction power base of change
agent
Diagnosis
A. Understanding what problem
change issue is
B. Independent data collection
1. Change issue
2. Need for change
3. Openness to change
4. Resources available to change
Commitment to change
5
C. Methods that can be used in
diagnosis
1, Observation
2. Interview
3. Collect questionnaire data

-

+

-

-

+
+

N/D
N/D

N/D?
N/D

-

+

-

+

N/D

N/D

N/D

-

+

+

-

+

-

+
+

N/D

N/D

-

+

-

+
+
+
+
+

+
+
+
+
+

+

-

-

+

N/D

N/D

+
+
+

N/D

N/D

-

+

+

-

N/D

N/D

,

III.

Select correct helping role
Feedback of diagnosis
Playing different helping roles
1. Expert
2. Catalyst role
3. Process consultant

A.
B.

Determining change objectives
N/D
Nature, scope, involvement
Resistance
with
V. Dealing
+
A. Identifying sources
+
B. Understanding clients' perception
+
resistance
of
sources
Anticipate
C.
N/D
D. Identify long run benefits
A.

VI. Maintenance of change
A.
B.

Institutionalizing change
Internal support

N/D = No Difference
+ = Advantage
- = Disadvantage

-

N/D
+

+
+

N/D

+

+
+

+

+
+
+

+

-

N/D

+

+

-

+

+

+

IV.

+

+

-

N/D

+
+
+

N/D

+

—

-t.

+
+

—

-
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a greater degree of objectivity to the system's
problems,

as well as expertise.

The internal agent complements such

external expertise by his understanding of the client system.

Included in Duncan's analysis is the issue of whether

change efforts are enhanced by having

a

consultant who is

similar to members of the client system in attributes
(homophilous

)

,

(heterophilous)
al.

(590,

or different with respect to certain traits
.

Duncan cites the findings of Schein et

that "when communicators share common meanings,

attitudes, beliefs, etc., communication is likely to be

more effective.

In heterophilous relationships, the inter-

action is likely to cause some message distortion, some

restriction of communication channels,

..."

(60)

This

issue has been raised earlier in our discussion of the

various models, some of which suggest that the change agent
should "become like" the client group in order to influence
the change process.

According to Duncan's investigation, the more homophilous the change agent, the more effective s/he is likely
to be.

With the single exception of "establishing a rela-

tionship," he states that the homophilous relationship is
p-i^

0 f 0 j-g^j^le .

In the initial stages of the relationship be

tween the change agent and the client, however, he suggests
is difthat the client's perception that the change agent

of the
ferent, i.e., heterophilous, may enhance an image

.

,

61

consultant as "expert.” Generally, however, the communication advantages of

a

homophilous change agent confer

a

of behavioral possibilities and more power.

Even if the change agent is an expert, which might make
him initially heterophilous

,

"

says Duncan, "if he can

empathize with the client system, he will be seen as less

heterophilous and more homophilous."

(

61 )

Weighing the assets and liabilities of each role

which have been discussed by the diverse authors cited in
this chapter, it seems that the external change agent who
is capable of empathizing with the client system,

and who

takes pains to understand the norms and functioning of that
system, would have a clear advantage.

The most signifi-

cant generality surfaced in this literature search is that
the advantages and disadvantages conferred by each role
are dependent on a given set of circumstances and system

needs
One of the conditions inherent to this project is

that an external consultant has taken an internal function.
As the administrator of a school district service agency,

his function is nonetheless that of a consultant

namely

to provide resources and programs which will enable

schools to keep abreast of mandated social change.

In

such a situation, the "superior skills and knowledge"

most often attributed to the external agent have seemingly
been shifted to an internal agent.

Given this somewhat
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unique set of circumstances, one begins to question if the

advantages that these authors attribute to the external
agent are a function of his/her position inside or outside
the system or, rather, if the individual's skills, per-

spectives and relationship with the client doe not account
for the advantage.

Duncan's statement above (61), that the heterophilous
change agent capable of empathizing with the client system

will be seen as homophilous even so by the group members
adds an intriguing dimension to this literature review.

It

would seem that client perceptions and perhaps client ex pectations are critical to the creation of

a role.

Further,

that such role perceptions might be more influential to the

change process even than role enactment.

Certainly this

question is central to this investigation.
Both in fiction and documented research, it appears
that power in the exercise of one's role depends on more
than a person's actual fulfillment of function.

Sarbin

and Allen (62) suggest that there are two forces to master
in creating a role image:

tation.

role enactment and role expec-

Role enactment refers to the specific behavior

systems held by a group, that define the parameters of

proper and appropriate behavior.
vide

a

Such expectations pro-

vehicle for monitoring group members.

of role
The literature seems to deal with the issue

general.
enactment less than with role expectations, in
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According to Sarbin and Allen, role enactment is not
rigid system.

a

There seem to be many degrees of freedom,

flexibility inherent in every job description.

They

suggest that "most role expectations require only that some
end result be accomplished, within some limits."

(63)

Nonetheless, they claim that conformity to role expectations is a norm, because of the sensitivity people have to
the reactions of others.

The work of Gross, Mason, and McEachern (64) on

school superintendents demonstrates some connecting fibers

between role behavior and role expectations.

This study

suggests that a person's behavior is, in part, "controlled"
by the expectations people have for the person assuming a

given role.

An effort to change role behavior thus in-

volves dealing with the resistance established by expectations within the social system.

Michal M. McCall

(65)

tance toward role change.

clarifies this inherent resis-

McCall claims that all social

organizations and social relationships have "boundary
rules" that are maintained by its members.

rules serve five functions:

1)

The boundary

to protect a working divi-

sion of labor within the group, including power differ-

ences among members;
of participants;

the larger world;
as to beliefs,

3)

4)

2)

to establish the role identities

to screen out the social difference of
to create consistency within the group

attitudes, etc.; and

5)

to focus the group

.
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on a collective activity.

Such boundary rules maintain

support for specific roles referred to as
"attachment."
a

a

process of

Once a set of behaviors is identified with

person's role, that set of behaviors becomes crucial to

the person's role enactment and perceived legitimacy for

such performance.

Changing roles would therefore require

group norm change, or developing some alternative legiti-

macy for assuming a new role.
Sarbin and Allen further support this, stating that
an abrupt and chronic deviation from the expected role or

group norms will most likely produce opposition or even

explusion from the group

(66)

.

Finally, there is much

evidence to suggest that ambiguous role expectations produce unpredictable behavior in group members, often resulting in ineffective and dissatisfying social interaction
(

67 , 68 , 69

)

Resistance to role change is certainly central to this
study.

The research identified above suggests that client

expectations can exercise militant politics against the

flexibility of the change agent either to create an appropriate role, or to change that role depending upon circumstances called for by the change process.

Clearly, these

studies do not tell the whole story, however, as indicated
to the
by the earlier discussion of strategies available

change agent in dealing with resistance.

Our supposition

upon the perceived
is that systematic change is dependent
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role of the change agent; further, that the ability of the

change agent to influence client expectations appropriately
is critical to the evolution of planned change.

This supposition is supported by the studies of French

and Raven (70,71), conducted to investigate how influence

toward change occurs in a group situation.
questions, namely,

1)

They ask two

What determines the behavior of the

agent who exerts power or influence? and

2)

What deter-

mines the reactions of the recipient of this behavior?
In their studies, "influence" is distinguished from "con-

trol" so that the client's change can be attributed to the

social influence of the change agent rather than force of
threat.

Their theory also takes into account the influence

exerted by the passive presence of

a

change agent, as well

as the influence induced by intentional acts on his/her

part.

They conclude that five identifiable relationship

factors, which they label the "bases of power," account
for a change agent's ability to influence change in a

client.

These bases of power are found to be an outcome

of client perceptions of what the change agent can do, as

much as they are related to the change agent's actual
ability or actions in fulfilling these expectations.
These five bases of power are:

1)

reward power

,

based on

to
the client's perception that the agent has the ability

mediate rewards for him/her;

2)

coercive power

,

based on

ability to
the client's perception that the agent has the
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niediate punishments for him/her;

3)

legitimate power

,

based on the perception by the client that the agent has
a legitimate right to prescribe behavior for him/her;
4)

referent power

,

based on the client's identification

with, or attraction to, the agent; and

5)

expert power

,

based on the perception that the agent has some special

knowledge or expertness (72).

French and Raven's sources

of power provided the kind of framework and structure that

was needed in this investigation.

As a result, their work

has been drawn upon heavily in the Methods section of this

dissertation in the construction of an assessment instrument
to determine the client perceptions of the hybrid change

agent attempted in this investigation.

Final Summary
In this chapter we have attempted to examine some

models of the change process to determine what planning
strategies seem.ingly enhance or obstruct the implementation of innovations.

Those strategies which emphasize

active interplay between the user system and the resource
client
system appear to be most successful in encouraging

internalization of the change to be

m.ade.

Such an inter-

formula which
play is specifically dependent upon a linkage
stratedraws together the best of the empirical-rational
involvement in decision
gies with the processes of client

.
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making advocated by a normative-re-educative approach to
change.

This was seen as strongly supportive of a hybrid

model
Because the linkage models identified in the literature both implied the significance of the processes of
the normative-re-educative approach, we examined the stages
of the change process

(normative-re-educative) to deter-

mine what might constitute the tasks of a change agent

attempting to implement a hybrid model.
The authorities cited in this literature review seem
to indicate that the tasks of the change agent (i.e.

,

job

description) should be dictated by the situational variables within the process.

Further investigation led to an

analysis of the planning process in terms of the roles

typically performed by both the external and the internal
change agent.
This analysis pointed out that no overall advantage
can be attributed conclusively to either insider or outsider, though there seemed to be advantages for each at

specific stages in the change process.

During the early

phases when the planning process is being initiated, the
insofar
external change agent seems to have the advantage,
as s/he is perceived as being an expert.

As the process

internal agent,
moves toward the implementation stages the
and its norms,
having an intimate knowledge of the system
is seen in a

more advantageous position.

:
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Another dimension in this analysis was that of the
consultant's values, attitudes and beliefs.
er,

One research-

Duncan, suggested that the change agent who had simi-

lar values, attitudes, etc., with the client system would

have a clear advantage except for the initial entry phase

when the differences would enhance

the expert mystigue.

This suggests that in addition to the internal-external

dimension, a personal preference, person-oriented factor

should be considered.

Resistance seems to be a primary variable that needs
to be considered in any analysis of the change agent's
It appears that the insider having a clear under-

role.

standing of the subtleties of the system and its people

would have an advantage in the change effort.
Finally, there seems to be a consensus that a team

approach

,

i.e., an external and an internal change agent

working together, is the most advantageous.
sion seems to be based on
1)

som.e

This conclu-

inherent assumptions

that an external person is more knowledgeable

about recent research and innovation than the in-

ternal consultant;
2)

that an internal person

vrho

is a familiar of the

group and skilled in the group's communication

patterns has more consistent influence than an
external person

v/ith

process facilitation skills.

of
These attitudes also seem to indicate that much
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the change agent's ability to influence is dependent on

client perceptions.

They suggest that the

v;ay

in which

one is perceived, and the degree of influence one has, may
be dependent on credibility as an expert, and power by

connection with top management.
is recommended,

While the team approach

this investigation is intended to explore

the feasibility of one person's assuming both the internal

and external roles.
The following chapters describe an experiment that
tests out some of the critical points raised by this litera-

ture review.

This investigation questions whether it would

be possible for one change agent, having skills typically

attributed to the "expert," to assume a dual role function.

Under carefully contrived conditions would it be possible
to control client's perceptions of the change agent in

terms of being seen as internal or external to the system?
In essence the questions raised by this investigation take

the team approach one step further to a single hybrid

model for change agentry.

.
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CHAPTER

III

METHOD
Design of the Study and Hypotheses
The major thrust of this study is the view that a

change agent modeling himself according to the attributes
of the internal and external types indicated by the litera-

ture reviewed in Chapter II will successfully be able to

alter his role image.

The investigation is based on a

case study, a planned change project of the South Berkshire

Educational Collaborative, a multi-purpose linking agency
serving four school districts.
Teams from each of the districts served as subjects.
All were independently involved in planning for compre-

hensive implementation of career education.

Aided by the

change agent (the Executive Director of the Collaborative)

these teams moved systematically through the typical planning stages earlier identified in the literature review.
to
The Executive Director of the linking agency attempted

two
use internal consulting strategies consistently with

with the
of the teams, and external consulting strategies

other two.

Questionnaires designed to determine percep-

of power
tions related to internal or external sources
These
meeting.
were administered immediately after each

source of data
responses were then used as the primary
76

,

.

.
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to test the hypotheses.

The intent of this investigation was to test the

following hypotheses:
1)

Preliminary data will identify the change agent
(Director of the South Berkshire Educational

Collaborative) as an administrator (internal
type)

Rationale
The change agent has been Director of this linking
agency for over three years. During this time he
has often had to assume internal management roles.
In addition, he has been a full time employee
accountable only to the four school districts. It
seems reasonable to assume that, although this
Director is not an integral part of the school
system he would nevertheless be perceived as an
"administrator" rather than a consultant.

Test Data
Two sources of data were used to test the accuracy
The first source was informaof this hypothesis.
preliminary structured
the
from
tion retrieved
information was then
pre-meeting
This
interviews.
data collected
questionnaire
the
compared with
meeting.
planning
first
the
after
immediately
2)

Through careful selection of intervention strategies, the change agent will systematically be able
to alter the role image perceived by others
(as

either internal or external)

Rationale
This hypothesis relies on the assumption that role
perception, at least in part, is influenced by
Thus, careful control over one s behavbehavior.
perceive
or may have an effect on the way people
the "actor."

.
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Test Data

Questionnaires were administered at the completion
or each planning session.
The cumulative data
over four planning sessions from the questionnaires
were analyzed in terms of the expected outcom.es
related to the hypothesis.
2.1)

Data collected after each phase from planning groups

where internal strategies were used will indicate

significant change with respect to the sources
of influence and leadership style, typical of the

internal administrator type.

Rationale

Assuming that hypothesis #1 is accurate in that
the change agent is perceived as an "administrative type" at the outset, the use of internal
change strategies should only reinforce such image
perceptions
Test Data

Questionnaires for groups X and Y, where internal
strategies were used, were analyzed, over four
meetings, to determine whether any change occurred
during the sequence of the planning sessions.
2.2)

Data collected

after

each phase from groups where

external strategies were used will indicate

a sig-

nificant increase in the Sources of Influence and

Leadership Style ratings typical of the external
consultant type.
Rationale
This hypothesis is based on the assumption that
when confronted by systematic, external, consultant-like behaviors, the participants would perceive the person more in terms of an external
resource than an administrator from within the
system.

,
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Test Data

Questionnaires from Group Z, where external
strategies were used, were analyzed over four
meetings, to determine whether the participants'
perceptions of the change agent had gravitated
more toward the role image of the external consultant.
2.3)

Final data analysis comparing client perceptions
of the change agent against their perceptions of

the career education specialist and the school

administrator will corroborate the following conclusions
A.

:

Groups managed by internal change agent strategies will consistently rate the change agent as

similar to the image of an internal person

— in

this case, a school administrator.
B.

Groups managed by external change agent strategies will rate the change agent as similar to the

school administrator image during the early
stage, with movement toward the consultant or

external images during the latter stages.

Rationale
This hypothesis is intended to support hypotheses
It uses the career education
1, 2, 2.1, and 2.2.
specialist and school administrators as "reference
people" or "bench marks" for comparison.

Test Data
individual ratIt was the intention to track the
actoinistrator
ings of the career specialist, school
and
meetings
and the change agent over the four
ratings
Since the individual
compare the results.
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of the administrator were not available, the comparison was made between the career specialist, the
internal school staff, and the change agent.

Setting and Subject of the Study
In 1972, the Commonwealth of Massachusetts led the

nation in educational reform by enacting Chapter 766, a
law which provided for "free and appropriate public educa-

tion for all students having special education needs."

Initial implementation efforts, begun in 1974, imme-

diately revealed that school systems were neither professionally nor economically prepared to take on the massive

responsibilities entailed by this legislation. Chapters 40
and 797 were also enacted, allowing school districts to

establish "Collaboratives" or interdistrict linking agencies,

support staff, and consulting specialists on a cost

share basis as a means of upgrading and expanding the

capability of schools to comply with the law.
One such linking agency, the South Berkshire Educa-

tional Collaborative, was the setting for this study.

Serving four separate school districts, the Collaborative

occupies a rather unique position, being simultaneously
school system.
"a part of" and "outside of" the public
to
times it is called upon for "consultant" functions

the emerspearhead innovations and provide solutions to

gent problems occasioned by legislation.

As such needs

At
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are resolved through program implementation, the role of
the Collaborative becomes "administrative" and service-

oriented in nature, that is, it functions as an auxilliary
branch of the four school systems to provide ongoing programs and services.

Given this dual function of the Collaborative, administrative and service-oriented, one might assume that the

Executive Director of the Collaborative would also be perceived as both external consultant and internal administrator, depending on the nature of the duties requested of

him.

The dual role of the Collaborative requires that the

Director be capable of exercising an effective change agent
role, while operating as a skilled organizational manager.

The intent of this study is to investigate whether it is

feasible for a Collaborative Director to alter role images

systematically in order to execute effectively the various
demands placed upon the Collaborative leadership.

Participants
The participants for this study consisted of admin-

istrators and counselors from four school districts.
These people were selected by their respective school

superintendents because their job descriptions

responsibilities related to career education.

included
To avoid

the
compromising the impartiality of sample membership,

.
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researcher exercised no control over the sample selection
process
The numbers of participants in each school district

team varied due to differences in the respective organizational structures.

School district teams ranged in size

from three to five m.embers.

In addition to the school

personnel, three planning team members served as reference

people on each team, for use in verifying the client per-

ceptions of the change agent as either an internal person
or an external person.

An actual internal administrator

,

an external consultant (who was a specialist in career

education)

,

and an external administrator representing the

State Education Department, served as these "controls."
The Executive Director of the Collaborative played the

external change agent role (or expert) and the internal
change agent role (or implementer) respectively, as called
for by the design of this study.
It is important to note that this study is primarily

concerned with the school district personnel perceptions
of the change agent.

No attempt was made to influence the

way in which the career specialist or the Department of

Education representative perceived the change agent.

Par-

sesticipants were informed in advance that the planning

including the
sions were being studied for the purpose of

results in a doctoral dissertation.

They were also told

directly related
that the use of the questionnaires was

.
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to the study.

Finally, they were informed that it was

essential that they not be informed about the subject or

nature of the study so as not to bias their responses

Evaluation Instruments

Background

.

Central to the hypotheses under inquiry is

the notion that client perceptions of a change agent affect

his/her ability to mobilize a change effort.

In determin-

ing methods to be used to evaluate the outcomes of this

research, therefore, it appeared that a study of perceptions

would most likely

rely

ioral observations.

on data collection based on behav-

In order to insure objectivity in

this study, however, an effort was made to identify one
or more standardized instruments, well-tested for statisti-

cal validity and reliability measures, which could be used
to assess client perceptions of the change agent.

It was

further determined that any questionnaire used for this
study would have to address the internal and external

aspects of change agentry mentioned above in Chapter II.
Purpose.
study,

It is important to explain the need, in this

for an assessment instrument of some kind.

linger's treatment

(1)

Ker-

of behavioral observations as a re-

out the necessisearch tool is quite specific in pointing
use of this tool:
ty of a scientific approach in the

.
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.
.
.
day-by-day observation of most people
is unsatisfactory for science.
The social scientist
i^^st
observe human behavior, but he must be
dissatisfied with the inadequacy of uncontrolled ob.

.

.

.

.

.

servations.
He seeks reliable and objective observations from which he can draw valid inferences. He
treats the observation of behavior as part of a
measurement procedure; he assigns numerals to objects,
in this case human behavioral acts or sequences of
acts, according to rules. (2)

His overall discussion makes a convincing case for the use,
if possible,

of well-tested measurement instruments; if

not possible, of a strcture or a frame of reference,

based on careful research which will provide a rational

organizational principle from which to draw behavioral
inferences.

While the "drawing of inferences" might seem

to be another departure from the scientific approach,

Ker linger notes that, as regards human behavior, infer-

ences are a primary and significant resource.

Indeed, he

claims that observer systems with low degrees of inference (i.e., strictly behavior-oriented;

"interrupts,"

"suggests," "pushes another student," etc.) are rare; and
that systems with a higher degree of inference, requiring

interpretation of the observed behavior, are both more
common and more useful

(3)

From his discussion, the con-

clusion may be drawn that "home-made" instruments, designed
findings, are
in accordance with research principles and
studies,
justifiable and desirable for behavioral research
if standardized instruments are unavailable.

:

,

85

Designing appropriate Instruments

.

Over five hundred

standardized instruments or researcher-validated scales
were reviewed for use in this study.

dealt

None adequately

with the key relationship between internal and ex-

ternal aspects of the change agent.

Several instruments

designed to assess leadership characteristics, however,

provided a strong case of direction for the development
of a framework for behavioral observation.

Whether measur-

ing leadership in terms of leader behavioral style,

social/interpersonal variables, or task outcomes, instruments were consistent in using scale descriptors based on
client perceptions of the leader’s influence

.

Given that

no standardized instrument could be utilized for this study,

this investigator again drew upon Kerlinger as a major

reference for developing appropriate instruments.
In his chapter "Observations of Behavior"

(4)

Kerlinger itemizes the specifics to take into account in
designing methods to assess "what happened" as regards
human behavior under specific conditions.

These specifics

include
1)

defining what is being observed;

2)

assigning behaviors to observational categories;

3)

determining the degree of observer inference;

4)

applied;
deciding how the observation system will be

5)

designing rating scales.
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Every effort was made to take these five
factors into
consideration in designing the two instruments used
in

this study.

Based on the directions indicated by the review of

standardized instruments, the investigator examined studies of leadership influence to derive a comprehensive list
of "influence variables" for use in this research.

and Raven

groups
poses.

,

(5)

French

address the process of social influence in

which proved particularly instructive for the purThey investigated the major research on influence

and power and conducted numerous experiments to derive a

formal theory of social power accounting for three com-

plex patterns of interpersonal influence in groups: the
power relations among group members, the patterns of interaction among group members and the relations among member
opinions:

They have reduced the complexities of these

variables to five bases of interpersonal power:

attraction power

,

namely,

based on the group members' liking of

the leader; expert power

,

based on group members' percep-

tions that the leader has superior knowledge and information; reward power

,

based on the leader's ability to medi-

ate compensations for group members; coercive power

,

based

on the leader's ability to mediate punishments for group

members; and legitimate power

,

based on perceptions that

the leader has a right to prescribe group behavior or

opinion (6,7).

French and Raven used Cartwright's

.
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definition of power, "The power of A over B (with respect
to a given opinion)

is equal to the maximum force which A

can induce on B minus resisting force which B can mobilize
in the opposite direction."

(8)

Source of Influence Questionnaire

.

Using French and

Raven's five bases of power, the attributes of internal
and external change agents identified by Duncan, Havelock,
and others were then analyzed by this researcher to deter-

mine if there were any patterns of power source distin-

guishing one from the other.

"Reward," "coercive," and

"legitimate" power indicators were more frequently men-

tioned by researchers as characteristic of an internal
change agent, such as an adm.inistrator

.

"Attraction"

and "expert" power indicators were more often associated

with the external change agent type.

This suggests that

internal power sources are largely positional in nature,
and not exclusively dependent upon personal attributes
(although enhanced by them).

External power sources, by

contrast, are totally dependent upon personal style attri-

butes unless, by association, the external person is

aligned with someone having positional authroity.

This

notion is well substantiated in the research (9,10,11,12,
13,14,15,16)
ten
Following the prescriptions of Kerlinger (17,18),

observational category descriptors were created that
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incorporated both organization positional indicators and
one or more of French and Raven's power indicators

.

For

example, "In his/her position has authority to demand"

suggests, by the words "position" and "authority" a legit itnate

power source.

The word "demand" further implies a

coercive power source.

Since both legitimate power and

coercive power are most frequently associated with the
internal change agent type, there is a strong likelihood
that a change agent ranked high on these variables is per-

ceived more as an internal than an external change agent
by the client group.

Table

2

presents each descriptor

analyzed in terms of power source. The full instrument,
labeled "Sources of Influence Questionnaire," appears as

Appendix

1

at the end of this document.

Leadership Style Questionnaire

.

Another questionnaire,

based on a semantic differential structure, was constructed as a secondary method for observing and measuring par-

ticipants' perceptions of the change agent.

The semantic

differential was deemed a way a corroborating data, given
that the questionnaire created for this study had not been

tested for validity or reliability.
Two sources were drawn upon in the development of
the Leadership Style Questionnaire:

Osgood and Kerlinger.

could
According to Osgood, the semantic differential
technique.
be used as a generalized attitude measurement

.
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TABLE

2

AN ANALYSIS OF CLIENT PERCEPTION OF LEADER
INFLUENCE BASED ON FRENCH AND
RAVEN'S FIVE POWER SOURCES

Client Perceptions

Power Sources

1.

In his/her position has
the authority to demand

Legitimate
Coercive

2.

In his/her position has
the potential to reward

Reward
Coercive

and/or reprimand
3.

Has access to the

Reward
Coercive
Legitimate

administration

4.

Is knowledgeable about

*As external power

sources

Expert

career education
5.

Is helpful

Referent
Expert

6

Has contacts with outside
agencies

Expert

7.

Has ability to listen
and clarify

Referent
Expert

8.

Has planning abilities

Expert

9.

Has charisma

Referent

10.

Has expertise

(is

likeable)

Expert

*Descriptor #3 could involve an external person maintaining internal power bases indirectly through association.

.

.
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It is commonly used as a simple and effective method
for

analyzing the possible meanings held by groups and individuals with regard to a particular concept

(19)

The questionnaire, the "Leadership Style Question-

naire" was also constructed by the researcher according
to methods suggested by Kerlinger

(20)

The idea was to

identify bi-polar adjectives describing the leadership

characteristics of both internal and external change agent
types, as suggested by the literature reviewed.

dictionary of antonyms

Using a

and the terminology suggested

by French and Raven's studies, ten pairs of adjectives

were ultimately isolated as scales for the "Leadership
Style Questionnaire":

Uninformed
Democratic
Coercive
Insider
Administrative
Shallow
Status Quo Upholder
User (Client)
Resource
Implementer

Knowledgeable
Arbitrary
Facilitative
Outsider
Consultative
Charismatic
Catalyst
Resource
Administrative
Decision maker

The "Leadership Style Questionnaire," as finally developed,

appears as Appendix

2

at the end of this docximent.

Final Field Test and Adaptation

.

Prior to adoption, both

questionnaires were critiqued and revised by three experts
familiar with the study.

The final drafts were then eval-

adminuated independently by five additional educational
the
istrators, who had no relationship or contact with

.
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problem under investigation.

Each administrator concluded

that the questions were clear, easily answerable, and

relevant to the research problem.

To further objectify

the data collection procedure, a process 'observer attended
the meetings of all groups and observed for specific atti-

tudinal variables evidenced by participants.

Provision

was made to incorporate the process observer data as a

means of further clarifying questionnaire data.

To sys-

tematize the collection of process information, a structured documentation format was prepared by the investigator for use by the process observer.

format appears in Appendix

This documentation

3

Procedure
Teams of administrators from four school districts

were independently but simultaneously involved in the planning phases of a career education project.

The career

study.
education project per se is not germane to this

It

a task and an
is mentioned here only because it provided

incentive for the administrators to involve

themselves

in a sequential planning process.

education
Each team was asked to develop a career
by the Collaborative
plan for its own district. Assisted
representative and
Director, a State Education Department
each district team was
a career education specialist,

:

,
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©xp©ct6d to mov© syst©iTiatically through typical planning
stag©s
I.

Establishing a planning r©lationship

II. D©v©loping a diagnosis of th© probl©m

III.
IV.
V.

S©l©cting h©lping r©sourc©s

D©t©rmining chang© obj©ctiv©s
D©ciding on a plan for impl©in©ntation

As th© t©ams mov©d through th©s© planning stag©s

th© Collaborativ© Dir©ctor (th© chang© ag©nt) syst©inatically alt©r©d his int©rv©ntion strat©gi©s in ord©r to influ-

©nc© th© participants' p©rc©ptions of his rol©.

Inter-

vention strategies typical of external chang© agents were
to be used with two planning teams and internal chang©

strategies were to be used with the other two teams.
In order to develop and maintain a desired role image,

the change agent utilized intervention strategies desig-

nated in the literature as typical of internal and external change agents respectively.

The following outline

delineates the specific intervention strategies that were

systematically employed by the change agent during the
stages of the planning process.

Stage

I.

Establishing the relationship.

Planning process

,

During the first stage, a concep—

introduced.
tual overview of career education was

Plan-

the purpose of
ning team members were then informed of

.
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the planning project, namely, to provide each school dis-

trict with a structured opportunity for devising a plan
for implementing career education in their respective

school districts, and in accordance with "respective local

needs
The Department of Education representative, the con-

sultant, and the Director of the Educational Collaborative

linking agency (change agent) were also introduced, in
terms of the specific function each would be serving.

The

Director of the Educational Collaborative assumed an internal change agent role with teams X and Y and an external
change agent role with team

Z.

Table

3

below indicates

the intervention strategies used by the change agent for

each role.

The left-hand column outlines the change

agent's behavior with teams X and Y; the right-hand column,
the behaviors with team

Z.

The planning teams were also informed that a needs

assessment would be conducted by the consultant as
step in the planning process.

a

first

This needs assessment data

was analyzed with team members at a second meeting

.

All

remaining stages in the planning process involved planning
team members directly, using the consultant as a resource

rather than as a facilitator.

"

.

94

TABLE

3

SPECIFIC INTERVENTION STRATEGIES AND BEHAVIORS
USED BY THE CHANGE AGENT DURING STAGE I:
ESTABLISHING A RELATIONSHIP

Teams X and Y
Internal Intervention
Strategies Used

Chairperson

Team Z
External Intervention
Strategies Used

The change agent chaired
the meeting. He identified
himself as the "Project
Director-Manager

An administrator within the
district was asked to chair
the meeting.
The change
agent attempted to "take a
back seat." To encourage
"grass roots involvement,"
the administrator was requested not to identify the
change agent as a key decision maker or administrator
during the proceedings of
the meeting.

Seating

The change agent seated
himself next to the school
administrator and at the
"head" of the table.

The seats were situated
around a conference table.
The change agent was seated
next to the consultant and
away from the internal administrator.

Decision
Making

The change agent interpreted the project and the
mandates of legislation.
He assumed the responsibilities of the project
manager

The change agent avoided interpreting the project or
assuming any decision making
powers. An information sheet
was distributed outlining
the project and giving the
teams all information avail-

.

able.

Facilitation

Conducted the meeting in
a formal manner.

The change agent attempted
to facilitate the communication process by clarifying
and "joining" the issues.
When appropriate, process
facilitation and summation
statements were also used.
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Stage II.

Developing a diagnosis

Planning p rocess

.

.

Career education needs assessment

data was collected within each district from teachers,
students, and administrators.

Once the data had been re-

trieved, planning teams met to analyze the data and to

formulate

some general goals for a project, based on their

needs assessment analyses.

Table

4

below shows the spe-

cific intervention strategies used by the change agent

with each team during Stage II.
TABLE

4

SPECIFIC INTERVENTION STRATEGIES USED BY
THE CHANGE AGENT DURING STAGE II.
DEVELOPING A DIAGNOSIS

Teams X and Y
Internal Intervention
Strategies

Team Z
External Intervention
Strategies

The change agent was not
involved in the data collection or the data feedback
activities except as a participant.

The change agent was involved
directly with the consultant in
data collection and feedback
activities. He assumed an external posture, asking questions as if he were not part of
During the feedthe system.
back session he presented data
objectively, without any personal attachment or ownership
He
of this information.
asked others, within the system, to verify, corroborate or
correct the data, and facilitated the communication process.

The change agent allowed
the assigned consultant
to clarify the diagnosis
findings, etc.
The change agent requested the assigned consultant
to identify possible resources for this project.

The change agent further volunteered to identify possible
resources for this project.

.
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Stage III.

Selecting helping resources.
process

.

The planning teams were involved

in a review of the available resources related to this

project.

They were asked to identify those resources they

needed to achieve their stated goals.

Table

5

presents

the intervention strategies used by the change agent during

Stage III.
TABLE

5

SPECIFIC INTERVENTION STRATEGIES USED BY
THE CHANGE AGENT DURING STAGE III:
SELECTING HELPING RESOURCES

Teams X and Y
Internal Intervention
Strategies

The change agent participated in the process but
avoided knowledgeable authority role. The change
agent addressed "system
maintenance concerns"
related to resource
suggestions

Team Z
External Intervention
Strategies

The change agent presented
a summary of the resource
search and answered quesHe attempted to
tions.
present an image of a knowledgeable authority in the
field through the presentation of specific technical
information.
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Stage IV.

Determining Change Objectives.

Planning process

.

The planning teains were involved

in determining specific project objectives.

Table

6

below details the intervention techniques used by the
change agent during Stage IV.

TABLE

6

SPECIFIC INTERVENTION STRATEGIES USED BY
THE CHANGE AGENT DURING STAGE IV:
DETERMINING CHANGE OBJECTIVES

Teams X and Y
Internal Intervention
Strategies

The change agent participated in the process,
limiting his remarks to
typical administrative concerns
.

Team Z
External Intervention
Strategies

The change agent attempted
to facilitate the process of
arriving at specific objectives by clarifying and
summarizing the dialogue.
The change agent encouraged
the participants to think
in terms of the diagnosed
data and to remain cognizant
of the limitations of
available resources. The
change agent refrained from
being part of the actual
final decision making.
This was left up to internal
school district personnel.
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Stage V.

Deciding on a Plan of Implementation.

Planning process

.

The planning teams established

<iistrict plans for implementing their projects, deter-

project time lines, and specific areas of responsibility for each of their members.

See Table

7

below

for an outline of the change agent's interventions at

Stage V.

TABLE

7

SPECIFIC INTERVENTION STRATEGIES USED BY
THE CHANGE AGENT DURING STAGE V:
DECIDING ON A PLAN OF
IMPLEMENTATION

Teams X and Y
Internal Intervention
Strategies

The change agent discussed
and made comments related
to management activities
He used
and concerns.
such phrases as " our plans"
to reinforce his position
as project manager.

Team Z
External Intervention
Strategies
The change agent facilitated
the planning discussion and
publicly recorded comments
and decisions made by the
planning teams. He asked for
clarification and additional
information where appropriate.
He used such phrases as
"your plans," " your project,"
"
your data," in order to
clearly remove himself from
the internal ownership of
this plan.

Finally, he confirmed that
all planning team members
agreed with the final plan
as stated.
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Data Collection

The first step in the data collection process was to

retrieve early participant perceptions of the Collaborative
Director.

Two sources of data were used to formulate this

base line data.

Preliminary interviews were conducted by

the process observer using a structured interview format
isee

Appendix 3).

data.

This information was considered "soft"

It was the intention of the investigator to use the

observations of the process observer as corroborating data
for analyzing and confirming the results of the question-

naires

.

Further, the "Leadership Style" and the "Sources of

Influence" questionnaires (see Appendices

1

and

2)

admin-

istered immediately after the first meeting, were used to

determine participants' initial reactions as to "who

played what leadership role."

The same questionnaires,

administered at the end of each subsequent planning meeting,

served to provide perception-comparisons over time

and between groups.

As mentioned earlier, these ques-

tionnaires were constructed to assess the participants'

perceptions of the change agent's sources of interpersonal
influence within the group, and whether he was seen as internal

or.

external to the school system.

A process observer was to attend all of the meetings
the
for the purposes of supplying information other than
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the questionnaire data, which would assist in the analysis
of results

.

At the end of this procedure the question-

naire data were analyzed to determine whether the participants

*

perceptions coincided with the predictions stated

in the hypotheses.

If their perceptions were similar to

the outcomes predicted, it would be fair to say that there
is evidence supporting the notion that the change agent's

interventions shaped
his role.

— or

influenced

— client

perceptions of

..

,
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CHAPTER

IV

RESEARCH RESULTS

Modifications of the Design
As mentioned earlier, the study documented here is

based on an actual planning project involving four school
districts on a voluntary basis.

It is an example of

"action research," whereby the rudiments of a research

model are imposed upon a non-experimental activity for the

purpose of deriving some tentative conclusions about the
dynamics of human interaction and the effectiveness of one

approach vs. another.

Such action research, by virtue of

its fluid nature, does not often yield the predictable re-

sults of a controlled laboratory experiment, although it
can be equally productive, as will be discussed more fully
in the concluding chapter of this dissertation.

inherent difficulties in trying to adapt

a

There are

working activ-

ity to the requirements of a research model, however.

Some of those difficulties emerged in the course of this

study and constitute the topic for this section.
Four planning groups were to be involved in this experiment.'

As it turned out, only three groups actually

participated.

When this project began, it was not anti-

with
cipated that one of the four districts was dealing
103
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specific internal political problems that impacted
upon
its involvement in this study.

The district in question had recently undergone some

administrative changes.

This meant that the role identi-

ties of the participating school team members were ambig-

uous at the time of the planning sessions, a condition

which was shown in the research to evoke unproductive
group interaction (1,2).

Further, the endorsement of this

project by the leadership of that institution was ambiguous.

A new principal had recently been appointed to the

high school and served as a member of the planning team.
At the time of this effort, he had not yet made either his

operating mode or his administrative priorities known to
faculty and staff.

In addition, an extensive curriculum

revision project was undertaken in the district just as
this experiment got underway.

As a result of these oppo-

sitional forces, paranoia, defensiveness, and confusion

marred the preliminary planning sessions with this district.
By the end of the second meeting, it was unanimously

agreed that the team would not meet further.

Another district team decided at the third meeting
that it would prefer to take on a more in-depth needs

assessment and conduct its own planning at the local level.
We do not have data from a fourth "private" meeting of
this team.
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Both of these team decisions reduced the
data available for analysis, a factor which is considered
a limitation in this study.

Under normal circumstances

,

experimental research

designs involve the researcher in an investigation of
others.

In this action study, however, the researcher and

the person being observed were one and the same.

This was

deemed necessary since the project called for a subject
capable of exercising both administrative and consultative
skills, and whose position in relation to a system was

fairly ambiguous, i.e., neither internal nor external;

somewhat internal, somewhat external.
As indicated in the chapter on Methodology, this issue

was a cause of some concern.

To counteract the possibil-

ity of subjectivity in the researcher's evaluation of results, a process observer was used systematically through-

out the planning meetings.

The process observer was to

conduct interviews with team members as

a

means of gather-

ing preliminary data about their pre-existing views of the

change agent.

Moreover, each of the four meetings of all

teams documented by the process observer would be a way of

corroborating the questionnaire responses.
Shortly before the first meeting, the process observer

engaged for this project resigned for personal reasons.

With responsibility toward school districts which took
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preced.6nc6

ov6r_ this dissertation experiment, this inves-

tigator felt obligated to conduct the planning sessions
as scheduled rather than delaying the project until an al-

ternate process observer might be found.

As a compromise,

the career specialist, who assumed the role of the "exter-

nal consultant" as a "control" on the planning teams, was

requested to conduct the preliminary interviews.
Subsequent to the use of the career specialist in the

capacity of process observer, two other process observers
were used at different times to document the proceedings
of planning meetings.

Process observers were selected on

the basis of prior experience as consultants in documentation, and both demonstrated examples of their previous

work.

The fact remains, however, that we have process data

from not one but three observers, whereas the proposal had

called for a single person, used consistently throughout.
The impact of this change is uncertain.

It is possible

that a single observer might have been in a more advan-

tageous position to detect gradual behavioral or attitu-

dinal changes with the groups over time.

Such data could

by
serve the useful function of enriching the analysis

means of the process observer's insights and familiarity

with the groups.

It is also possible, however, that the

element of
use of different observers strengthens the

,

,
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objectivity by providing

a

means for data comparisons.

Certainly they provide a greater number of perspectives
through which to view client behavior.

As it turned out,

the observation data from the three observers was quite

consistent.

Their feedback corroborated questionnaire

data and could be seen as some balance against the study's

potential subjective bias.
There is one final factor which should be mentioned
as a modification.

The design of this experiment called

for three planning team members to serve as "reference

persons"

for use in verifying the client perceptions

(3)

of the change agent as either an external person or an in-

ternal person.

An actual internal administrator was to

serve on each planning team; an external consultant who

was a specialist in career education served on each plan-

ning team.

Based on an analysis of the attributes of the

internal and external change agents using French and
Raven's sources of influence (see Methods chapter, p. 86)
it was anticipated that the internal administrator would

be perceived as having legitimate, coercive, and reward

power by the other school personnel on the planning team.
Similarly, it was expected that the career education

specialist would be seen as having expertise and/or
referent power.

The State Education Department represen-

school
tative had interacted substantially with all
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districts, and had primary responsibility for providing

technical assistance related to grant funding in the area
of occupational education.

It was therefore expected

that he would be perceived as having reward power for this
group.

Because each district self-selected its own participants for the team membership, not all groups included an

internal administrator who was a member of the top management, i.e., a principal or superintendent.

It is probably

unlikely that internal administrators occupying middle

management roles would be perceived as having the level of
coercive or reward power attributed to top management
administrators.

The role reference of the internal admin-

istrator is therefore ambiguous and difficult to assess.
Further, due to the delicate political situation operating

within the one school district, it proved too threatening
to participants to identify school personnel by name or

title on the questionnaire used at the end of each meeting.

As a result, no comparisons between the Executive

Director of the Collaborative and the internal administrative person could be drawn.

Comparisons between the ex-

ternal administrator and the external consultant have been
derived, however, and are presented in the discussion
below.
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Project Design as Implemented
Because of the changes in methodology alluded to in
the section above, it seems essential to summarize at this

point the actual working design which was utilized for
this study.

Teams from three of the four school districts ser-

viced by the South Berkshire Educational Collaborative
acted as participants in this study.

Each district self-

selected its own team members, consisting of three to five
persons who were either counselors or administrators in-

volved in some way with career education.

(In one group,

a school superintendent was a planning member.)

Two addi-

tional figures served as "reference" participants, an outside consultant serving as a career education specialist
and an outside administrator representing the Department
of Education.

The Executive Director of the Collaborative

also served as a participant, playing the various roles

called for by the study design, i.e., external change
agent (or expert) and internal change agent (or implementor)

.

Prior to the first meeting, the career education

specialist conducted preliminary interviews with each participant to identify their views of the Executive Director.
These interviews were structured so as to coincide with
team
the questionnaires used following each planning
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meeting, so that client perceptions could be compared with

some degree of consistency.

The interview was conducted

as an informal, one-to-one discussion, however, such that

the participants had an opportunity to clarify their re-

sponses and articulate more about their perceptions than
a

questionnaire format permits.

The results of these in-

terviews were summarized by this investigator in a report

based on information provided by the career education
specialist to serve as baseline data for comparison with

questionnaire results.

dissertation as Appendix

This report is included in this
3.

During four meetings, each team moved through typical

planning stages, stopping short of the implementation
phase.

As the teams moved through the various stages, the

Collaborative Director systematically altered his inter-

vention strategies in order to influence participant perceptions of his role as either internal or external,

according to the format presented at the end of Chapter
III.

The meetings with each district team were conducted

identically with respect to format, with the exception of
group.
the different change agent strategies used with each

Following each meeting, the "Leadership Style" and

Sources

to each
of Influence" questionnaires were administered

and beteam to assess perception comparisons over time

tween groups.
meetings. As
Two teams, X and Y, completed all four

Ill

indicated in Table

8

below, the change agent used internal

intervention techniques with Team X and external techniques

with Team

Z.

Team Y, in which internal strategies were

also used, withdrew from the project after three meetings
so as to conduct a more in— depth needs assessment and in-

volve
Table

a
8

greater number of school personnel in the project.
summarizes this information in graphic form as a

useful reference tool.
TABLE

8

COMPARISON OF SCHOOL TEAM MEMBERSHIP, TYPE OF
INTERVENTION AND NUMBER OF PLANNING
SESSIONS FOR TEAMS X, Y, AND Z

School Team
Membership

1
2

Administor
Counselors

Team

Team Y

Team X
1
2

Administor
Counselors

2

2

1
1

Number
Intervention
Strategy
Used
Number of
Planning
Sessions

3

Internal

4

Z

Administors
Counselors
Social Worker
Teacher

3

6

Internal

External

3

4
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Data Summary
The following segment of this chapter presents the

data retrieved from the preliminary interviews of team

participants and the post-meeting administrations of the
Sources of Influence" and "Leadership" questionnaires.
The first section deals with the results from the prelimi-

nary interviews, as well as the questionnaire findings

taken after the first meeting.

While data collected after the first meeting are not

literally "preliminary," they nonetheless provide

a

basis

for evaluating the reliability of the preliminary inter-

views as regards the consistency of client perceptions of
the change agent.

That is, if post-first-meeting ques-

tionnaire results presented drastically different inter-

pretations of the change agent, one would have to question
the interview information.

If,

however, the questionnaire

results following the first meeting were basically similar
to the interview data, then one could reasonably conclude

that the interview data are a fairly reliable profile of

client perceptions of the change agent.
The post-first-meeting questionnaires also served a

second function.

The interviews provided no comparative

readings as to client perceptions of themselves and each

other on the scales of influence and leadership.

Without

post-first-meeting questionnaire findings, there would be
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no reference points on which to base an evaluation of the

change agent's relative leadership significance.

As a re-

sult, the post-first-meeting data really represent pre-

liminary self-evaluation of team members and illustrate
the leadership of the change agent relative to the self-

assessed leadership of the other team members.
This section is followed by a discussion of the longi-

tudinal data, i.e., the information derived over all planning sessions from the "Leadership" and "Sources of Influ-

ence" questionnaires.

The discussion of longitudinal

data is organized in sequence according to the hypothesis

statements found at the beginning of this chapter.

The

results of each questionnaire are also treated separately,
in accordance with the hypothesis statement sequence.

Thus, the data from Teams X and Y, in which internal

strategies were used, are presented first in conformity

with hypothesis 2.1:

"Data collected after each phase

from planning groups where internal strategies were used

will indicate no significant change

..."

In examining

the data pertaining to this statement, the investigator

presents first the information derived from the "Influence"
questionnaire, then that derived from the "Leadership"

questionnaire, and treats each group separately.
essence.

Team

Z

Teams X and Y are treated as a unit, then

is treated.

this chapter.

In

A discussion of the data concludes

.
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Preliminary Data
The intent of this experiment was to determine

whether client perceptions of a change agent would be
altered in any consistent pattern seen to be directly related to the change strategy employed.

In keeping with

this, the first hypothesis states,

Preliminary data will identify the change
agent (Director of the South Berkshire Educational
Collaborative) as an administrator (internal type)
In order to determine the early impressions clients

held regarding the change agent, two sources of data were
As mentioned earlier, interviews conducted prior

used.

to the first meeting by the career education specialist

were summarized in a format which coincided with the

questionnaires used in the study.

This report served as

a preliminary reference for comparison with subsequent

data retrieved from the questionnaires.

Secondly, the

"Leadership Style" and "Sources of Influence" questionnaires (see Appendices

1

and

2)

were administered to par-

ticipants at the end of the first planning session to

determine their perceptions of each other and of the
change agent.

Preliminary interview data and information derived
each
from the questionnaires reflect and corroborate
other.

The perceptions which participants had of the

predominantly
Collaborative Director (change agent) were

.
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consistent, cutting across school district groups.

The

general descriptions suininarized below by the interviewer

represent recurrent themes stated by all participants

within the interview format.
1.

The change agent was perceived as an administrator by position (therefore internal)

2.

All groups perceived him as competent, with
expertise in planning, management, grant
development, and administration. This could
reflect both internal and external images.

3.

Participants regarded him as a catalyst who
"makes things happen," and specifically
labeled his ability to qualify for grant
funding, gain public relations support, and
gain access to power sources and informational
resources as their basis for this perception.
This suggests external sources of power.

4.

Almost all members of all groups cited the
Director's ability to secure funds to support
planning efforts. This suggests external
sources of power.

5.

While the Director was presumed to "have access
to the administration," groups did not clearly
identify that access as "positional," i.e.,
access to the administration because of his position as a top administrator. Further, they denied
that the Director had any ability to punish or
reward them by virtue of any connections with the
administration.
The power source primarily attributed to the
Director was that of catalyst, seemingly what
French and Raven identify as "referent power"
The Director
or possible "expert power."
wanted to t)e
People
"makes things happen."
who could
person
a
with
around and affiliated
indirect
an
is
This
ignite and fund an idea.
s
Director
The
sense.
a
ability to reward, in
that
services
and
programs
ability to create
school
gained notoriety and were applauded by
general
the
committees generated
be a benefit
the Director was powerful and could
to themselves, by association.
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If we attempt to align the above descriptions with

those identified on the "Leadership Style" Questionnaire,
the Collaborative Director is ranked as: "knowledgeable,"

"democratic," "a catalyst," and "a resource."
to the questionnaire

range betweeen;

According

data, he is described in the mid -

and outsider and an insider; consultative

and administrative, charismatic and shallow; and an admin-

istrative decision maker and resource implementer.

In

short, the first hypothesis is supported on a clearly con-

ditional basis.

Whereas the Director is unequivocally

recognized as an administrator by position

,

he is seen as

having some of the skills and attributes normally associated with an external consultant (see Chapter III, p. 77).

Post First-Meeting Influence Questionnaire

A separate analysis of the raw data derived from the
"Sources of Influence" questionnaire administered following the first planning meeting supports these findings.

Participants were asked to rank each planning team member
on a scale of 0-5

(0

= Not applicable;

5

= Yes/Always)

with respect to specific influence attributes.

As men-

tioned earlier, these influence attributes incorporated
both positional indicators and one or more of French
and Raven's power indicators

(see Chapter III, P*

87),

with the
such that certain attributes were associated
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internal administrative type, and certain others with the

external consultant type.

The rankings for each influence

attribute for each person were then averaged by group.
Group mean scale ratings were determined for the change
agent (the Collaborative Director)

,

the career consultant,

the State Education Department representative, and school

personnel.

By comparing these mean score ratings for each

planning team member, it was possible to judge whether any
team member was perceived as having a particular influence
attribute.

(Note:

T-tests and other tests of significance,

statistical tools sometimes employed for analyses of this
type, were not used for this study since the number of

persons per group was too low.)

Sources of Influence Questionnaire
Items

1

and

2

.

With reference, again, to the first

hypothesis statement. Table

9

illustrates group mean score

ratings of the change agent, career consultant. State

Education Department representative, and the school staff
with respect to two sources of power deemed typical of
the internal administrator type:

"In his/her position

has the
has authority to demand," and "In his/her position

potential- to reward and/or reprimand."

Review of Table

9

reveals that the scores for the

highest ratings.
change agent are almost consistently the
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TABLE

9

POST-FIRST MEETING INFLUENCE QUESTIONNAIRE: GROUP
MEAN SCORE RATINGS COMPARING PLANNING TEAM
MEMBERS TO INTERNAL ADMINISTRATOR TYPE

p
Sources of Influence that are
Typically Attributed
to Internal Personnel

c
d
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P

(U

-p
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Xi

Cn

u <

3
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0
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•

Q
W (X
0)
w «
•

•

•

rH

0
0

X

0
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*p
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w w

Group
Median = 3.0

"In his/her position has
authority to demand"

1.

iH

<U
0)

Intervention
Strategy

N =

Team

3

Tecon X

Internal

3.6

1.0

1.6

2.8

3

Team Y

Internal

3.6

1.0

3.3

2.5

5

Team

External

4.0

1.6

2.2

3.3

2.

N =

5

Z

Group
Median = 3.0

"In his/her position has
the potential to reward
and/or reprimand"

Intervention
Strategy

Team

Team X

Internal

3.6

2.0

2.3

2.8

Team Y

Internal

2.6

2.0

3.0

2.2

Team

External

3.5

1.0

2.0

3.3

Z
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If these scores are compared with those of the career

consultant or even the State Education representative, it
appears that all of the district teams perceived the change

agent as having the reward and coercive power which has

been labeled in this study as typically characteristic of
an internal administrative position.

Item

3

.

Table 10 presents group mean score ratings with

respect to the influence attribute "Has access to the

administration."

This source of influence could be inter-

preted in two distinctly different ways, i.e., a person
having access to the administration could be an external
type who gains legitimacy by association with internal

authority figures who endorse him/her; or the person being
an internal administrator, regularly in contact with other

internal administrators.

Review of these scores indicates that the change
agent and the school personnel are consistently rated

higher than the career consultant and the State Education
representative.

This appears to suggest that the partici-

pants view the change agent more in terms of an internal
Had

administrator having access to another administrator.
the
they viewed the change agent as an external person,

agent
scores most likely would have placed the change

s

personnel,
ratings more in line with the two external
Education Departi.e., the career specialist and the State
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TABLE 10

POST-FIRST MEETING INFLUENCE QUESTIONNAIRE; GROUP
MEAN SCORE RATINGS COMPARING PLANNING TEAM
MEMBERS ON "ACCESS TO ADMINISTRATION"

Consultant

Change

Agent

Career

School

Staff

S.E.D.

Rep.

"Has access to the
administration"

3.

=

N

Group
Median = 3.0

Intervention
Strategy

Team

3

Team X

Internal

4.3

2.6

2.6

3.9

3

Team Y

Internal

3.3

2.0

3.3

3.0

5

Team

External

4.0

2.0

3.0

3.75

merit

Z

representative.
Thus far it appears that the first aspect of the

hypothesis is basically supported, i.e., that "preliminary
data will identify the change agent
tor

...

as an administra-

..."

Items 4-10.

Table 11 summarizes the responses related to

of
factors closely aligned with attributes characteristic

external change agents.

This does not imply that an inte r-

any or all of
nal change agent could not be perceived in

0
35
3

0

50
5
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TABLE 11

POST-FIRST MEETING INFLUENCE QUESTIONNAIRE: GROUP
MEAN SCORE RATINGS COMPARING PLANNING TEAM
MEMBERS ON "EXTERNAL TYPE" FACTORS

11
Sources of Influence that
Are Typically Attributed
to External Change Agents
N =

Team

Intervention
Strategy

lU

01 4J
Career

ITJ

x:

3
3

5

Team X
Team Y
Team Z

Internal
Internal
External

3

Tecim X

3

Team Y
Team Z

5

Internal
Internal
External

3
3

5

7.

3
3
5

8.

Team X
Team Y
Team Z

5.0
4.0
4.2

Team X
Team Y
Team Z

4.3
4.3
4.0

5

Tecim Z

3
5

10.
3
3

5

4.0
4.3
4.8

Internal
Internal
External

4.6
4.3
4.3

Internal
Internal
External

•Team X
Team Y

Team

Z

Internal
Internal
External

3.6
3.0
5.0

4.0
4.6
5.0

4.6
4.0
4.3

3.0
3.3
3.1

4

4.0
2.6
3.0

4.0
3.3
4.3

3.6
3.3
3.3
=

3.5
3.2
3.5

4

4.6
2.6
2.5

3.4
2.7
3.4

3.3

2.7

3

.

2

*

3

.

3

.

4.6
4.3
3.0

Median

"Has expertise

3.9
3.5
4.3

4

Median. =

3.3
4.6
3.5

3.8
3.2
3.75

4

4.3
2.6
3.0

Median =

"Has charisma"

Team X
Team Y
Team Z

4.6
4.3
4.0

Mfidisn

4.3
4.3
4.5

4

4.3
4.0
4.3

Median

"Has planning abilities"

Team X
Team Y

3

Internal
Internal
External

5.0
5.0
2.0

Median =

"Has ability to listen
and clarify"

3
3

9.

Internal
Internal
External

Staff

Rep.

Median =

'Has contact with outside
agencies

6.

S.E.D.

O'

o <

'Is helpful"

5.

School

(U

"Is knowledgeable about
career education"

4.

Consultant

c c

3

6

4

4.6

4.6

3.3

4

.

3

.

2

.

3.5

3

.

4

.
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these ways.

However, the external change agent cannot rely

on the internal power strategies described above, and must

therefore rely more on the characteristics, skills, and
behaviors classified in Table 11.
As one would imagine, the career education specialist

was a top-ranking contender with respect to the attribute

"knowledgeable about career education," but interestingly,
not uniformly across groups.

It appears that Team

Z

was

unimpressed by the skills of the career specialist, giving
her a mean score of 2.0, which corresponds to "Rarely" on
the rating key.

This group perception became more appar-

ent in subsequent meetings, and ultimately, the career
specialist'

s

services were discontinued for Team

Z.

The

other two teams gave her the highest possible rating (5.0),
even without much information about her credentials.

This

seems to support the contention that expert power is gen-

erally attributed to an external agent.
In assessing the external type factors cited in Table
11 for general conclusions about client perceptions of the

change agent as compared with other planning team members,
it is somewhat difficult to develop a definitive profile.

The following statements represent a rough summary:
1.

The change agent is rated fairly consistently
a.
b.

2.

above the median;
above other planning team members, including
the career education specialist.

(an
The State Education Department representative

.

.
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external person) at times is ranked below the
median, and by all three groups.
3.

The participating school personnel ranked themselves consistently below the median, across
groups

The fact that the change agent was consistently given

high ratings complicates an analysis of the results, as
we shall see in our later discussion.

Clearly, certain

consultative skills typical of an external type are attributed to the change agent.

Based on the preliminary data

cited earlier, we will assume temporarily that the change
agent is perceived as an inside administrator, demonstrating some of the characteristics and behaviors of an exter-

nal consultant.

Thus, we tentatively support the first

hypothesis, declaring that

Preliminary data will identify the change agent
(Director of the South Berkshire Educational Collaborative) as an administrator (internal type)
Given that this study is focused on the change in
perceptions over the period of four meetings, this baseline data serves only to indicate a reference or starting

point.

The task remains to consider the issue of client

perception change, or lack of it, so as to determine

whether the remaining hypotheses are supported.
ratings
In the next section, we will examine the

questionnaire
derived from both the "Sources of Influence"
tracking them
and the "Leadership Style" questionnaire,
to discover if
over the additional three planning meetings

.
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client perceptions remain constant, or change as predicted
in the hypotheses.

Siimmary of Longitudinal Data

The second hypothesis states:

Through careful selection of intervention strategies,
the change agent will systematically be able to
alter the role image perceived by others (as either
internal or external)
The first aspect of this hypothesis (2.1) further states;

Data collected after each phase from planning groups
where internal strategies were used will indicate
no significant change with respect to the sources
of influence and leadership style typical of the
internal administrator type.
This hypothesis was based on the assumption that the

first hypothesis would be supported, i.e., that the change

agent would be perceived as an internal, administrative
type at the outset.

If that were the case, the change

agent's exploitation of internal strategies would produce
no change in client perceptions.
As we have seen in our discussion of the preliminary

data and the data derived from the first post— meeting

questionnaires

,

the change agent was perceived as an

administrator by position

,

and, if we allow this indicator,

"like" an internal type across all three groups
of this chapter)

.

(see p.l22

terms
In order to address the results in

stated above, it is
of the first aspect on the hypothesis
on the "Sources of
also important to recall that the items

I

125

Influence" questionnaire deemed typical of the internal

administrator type were the first three:
1.

"In his/her position has authority to demand"

2.

"In his/her position has authority to reward/
reprimand"

3.

"Has

access to the administration"

As for the "Leadership Style" questionnaire, the items

characteristic of an administrative type included "Arbitrary," "Coercive," "Insider," "Administrative," "Status

Quo Upholder," and "Administrative Decision maker"

(albeit

subject to some qualifications!).
Two teams, labeled Team X and Team Y, were exposed to

internal change strategies.

In the section which follows,

we shall examine the results from these two teams only,

first on the three questions identified above from the

"Influence Questionnaire," and then on the "Leadership
Style" items to determine if the first aspect of the

second hypothesis was supported.

This will be followed by

a section that will provide the same kind of summary for

Team

Z,

exposed to external change strategies.

Teams X and Yi
Item

It

Responses to "Influence Questionnaire."

"Has authority to demand

.

.

."

The re-

sponses of the members of Team X to this question seemingly supported the hypothesis.

There was no radical change

change
over the four meetings in the ratings given to the

.
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agent.

The mean score of these ratings is 3.5 (i.e.,

"Sometimes" moving toward "Almost Always")

,

whereas school

personnel rate themselves at a mean score of 3.0 (i.e.,
"Sometimes").

While participants perceive that they themselves have
more authority to demand than the consultant (Mean = 1.6
or "No/Never" moving toward "Rarely"), they ascribe signif-

icantly more authority to demand to the change agent than
they do to either group.

We can assume that the change

agent thus "looks" more like an internal administrative
type than an external consultant type to Team X.
No visible change occurred over meetings in the per-

ceptions of Team Y either.
a mean score of 3.3

most Always").
teams

(X,

Y,

and

(i.e.,

The change agent is ranked at

"Sometimes" moving toward "Al-

When scores are averaged for all three
Z)

,

the change agent looks more like an

internal administrative person, i.e., having authority to
demand, than either the consultant or the school personnel

members.

School personnel members rank themselves con-

sistently lower on this variable than they rank the
change agent (i.e.. Mean = 2.7 or "Rarely" moving toward
"Sometimes"

)

Individual scores of the consultant are erratic,
(i.e., "Rarely/
though the mean score is consistently lower

change agent.
Sometimes") than the rank attributed to the
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On this question, then, it appears that Teams X and
Y,

in which the chanqe aqent employed the strategies of

an internal person,

indicated no significant change of

perception from the first meeting, when they rated the
change agent as an internal administrator.

In keeping

with this perception, they consistently attribute to him
the authority to demand, over the four meeting period.

With respect to this particular "Influence Questionnaire"
factor, it appears that the hypothesis

(part 2.1)

is

supported.

Item

2;

"Has authority to reward/reprimand

..."

Again in Team X there is no significant change in the ratings given to the change agent over the four meetings

,

sug-

gesting, on the surface, that initial perceptions of the

change agent as an internal administrative type remain
stable.

With respect to the strength of this perception,
however, there appears to be ambivalence.

The change

agent's mean score of 3.5 indicates the rating "Sometimes"

moving toward "Almost Always."

It is higher, but not sub-

stantially higher, than self-ratings by school personnel
(Mean = 3.0).

The scores given by this group to the consultant over

variance
the four meetings are erratic, with a 1.5 point

between the top and bottom scores.

The consultant's mean

full point
score (Mean = 2.2 or "Rarely") is more than a
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lower than the mean score attributed to the change agent.

At the third meeting, however, there is no substantial
<^iffsi^6nce betweeen the change agent,

the self-ratings of school personnel
p.

200).

the consultant, and
(see'

Appendix

4,

From the scores of the first two meetings, we

might conclude that the consultant is perceived as having
no authority to either reward or reprimand

.

By the last

meeting, however, she has attained a rating of 3.0 ("Sometimes"), a rating which "looks" like a school personnel.

Averaging scores of all meetings for longitudinal
purposes, however, suggests that the hypothesis (part 2.1)
is supported in this group.

The change agent is perceived

as having more authority to reward and/or reprimand than

either of the other two groups

,

and is not perceived as

significantly similar to the external consultant.
Team Y responses on this question similarly indicate
that no particular change in their perceptions of the change

agent occurred over the four-meeting period.

The change

agent's mean score of 3.1 ("Sometimes") does not appear

consequential but is consistently higher than the mean
score of the consultant (Mean = 2.3 or "Rarely" moving

personnel
toward "Sometimes") and the mean score of school
It is interesting to note that
self-ratings (Mean = 2.5).

approximately
the score profile of school personnel is
about .5 point
parallel to that of the change agent, but
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lower.

This suggests that school personnel perceive the

change agent as being slightly more capable of punishing
and rewarding than they are themselves (but punishing and

rewarding whom?).

The overall mean scores give a slight

advantage to the change agent as an internal administrative
type having the ability to reward and/or reprimand.

Item

3;

"Has access to the administration

..."

On this particular influence factor, the profile of the

four-meeting scores attributed to the change agent by
Team X is almost flat, indicating rather definitively that
no significant change occurred over meetings.

The change

agent's mean score of 4.4 is significantly higher than
those obtained on the first two questions.

interpreted in two different ways, however.

This may be
The change

agent may be perceived as having access to the administration because he himself is an administrator at the same
level as other administrators; or he may, as a service

agent servicing four school districts, be required to meet

with the primary decision makers within those districts
for the purpose of accountability.

Team X consistently gives the consultant low scores,
= 2.2 or
which diminish over the four meetings (Mean

"Rarely").

From these ratings we can conclude that the

one another
change agent and the consultant do not resemble
not "look like
and therefore that the change agent does

.
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an external person.

School personnel rank themselves at a mean score of
4.2, which does resemble that of the change agent

4.4),

(Mean =

i.e., both of these groups perceive that they have

access to the administration "Almost Always."

Although

the reasons for these similar scores may be controversial,

we are forced to conclude from the results that the change

agent resembles an internal person more than an external

person as perceived by Team

X,

and further, that those per-

ceptions are constant over four meetings
In Team Y, responses to this question are quite erratic,

suggesting ambivalence and inconclusive data.

The

change agent's mean score of 3.9 places him significantly
above either of the other two control groups (consultant

Mean = 2.2; school personnel Mean = 2.6), suggesting that
Team Y perceives the change agent as having more access to
the administration than either the consultant or they them-

selves.

Nonetheless, the scores vary widely from meeting

to meeting.

Change agent scores at the second meeting, for

example, are very close to the maximum score (4.6 or "Yes/

Always"), whereas at the first meeting, the change agent
is ranked at 3.0

("Sometimes").

Despite such findings,

by 1.0
the change agent's scores are consistently higher

school perto 2.0 points than those of the consultant and

perceptions
sonnel over all three meetings, suggesting that

.
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of the change agent confer power by association with the

administration
Since the consultant is ranked so low on this question, we might assume that the change agent "looks" more

like an internal person who is an administrative type.
The ambiguity of this question does not provide definitive

data as to external or internal interpretations, however.
Summary; "Influence Questionnaire" data from Teams X and Y.

Despite some indicators of ambiguity, there is overall evidence from both Team X and Team Y that the change agent
is perceived as having greater authority to demand, great-

er authority to reward and/or reprimand, and greater ac-

cess to the administration than do the consultant or school

personnel members.

Moreover, these ratings hold relative-

ly stable over the four meetings

,

giving greater support

to the notion of the change agent as an internal adminis-

trator type than as an external consultant type.

From

this we may conclude that the "Influence" questionnaire

data from Items 1-3 support the hypothesis (part 2.1).

Teams X and Y;

"Leadership" questionnaire data

.

As re-

gards the "Leadership Style" questionnaire (see Appendix
2)

,

the six items mentioned earlier were considered of

interest:

consistently
i.e., whether the change agent was

similar to
ranked as more arbitrary, more coercive, more

.
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an administrator

,

mor© likely to uphold the status quo

and more similar to the administrative decision maker type.

Team X

.

The greatest range of client perception

change for this group was found in two of these items,

"Arbitrary /Democratic" and "Consultative/Administrative."

With respect to the first item, the change agent was
perceived as slightly democratic at the first meeting

(6

on a 9-point scale); by the third meeting, he was seen as

more arbitrary (at 4); and by the last meeting, his rating
had settled at
again.

8

on the democratic end of the scale once

This indicates a total range of 3.5, suggesting

that perceptions of the change agent did not remain stable

over the four meeting period in terms of this particular

questionnaire item.
The point differential for the "Consultative/

Administrative" scale is even more widely spread (4.5) on
an overall basis.

At the first meeting, the style of the

change agent is perceived as slightly consultative.

In

each of the subsequent two meetings, he is rated as pro-

gressively more administrative
scores have settled at
than a consultant.

7,

(7

and 8.5)

Final meeting

i.e., more like an administrator

This trend, though atypical, charac-

terizes the change agent across all other scales.
is,

That

the change agent's scores on the "Facilitative/Coer-

facilitative
cive" scale are clumped together toward the
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end of the spectriam; on the "Outsider/Insider" scale, they
fall more toward the insider measure; on the "Catalyst/

Status Quo Upholder" progression, they tend more heavily

toward catalyst; and on the "Administrative Decision

Maker/Resource Implementer" continuum, they fall toward
administrative decision maker.
In short, the "Leadership" ratings of the change

agent given by Team X do not seem to support the hypothesis

Although the variations per scale are not

(part 2.1).

systematically wide-ranging, the perceptions of the change
agent are simply not typical of the internal administrative
type.

Whereas one might expect a typical administrator to

be perceived as more arbitrary, potentially coercive, an

insider, administrative, a status quo upholder, and an

administrative decision maker, the change agent in this
study is perceived as a consultative administrator, who is

more facilitative than coercive, more catalyst than status
quo upholder, more democratic than arbitrary and yet is
an insider and an administrative decision maker.

Team Y

.

Similarly, in Team Y, the change agent is

seen as largely democratic, mostly facilitative, basically

charismatic, more like a catalyst, and definitely an ad-

ministrative decision maker.

The scales which are in-

"Consultative/
triguing are the "Outsider/Insider" and the
In the first, the change
Administrative" progressions.
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agent is rated more insider (at

6)

at the first meeting,

more outsider (4.5) at the second session, and finally
settled at the insider end of the scale (6.5).

On the

other progression. Team Y felt the change' agent became in-

creasingly more consultative over the three meetings,
whereas Team X had perceived him as moving in the opposite direction.
The range of client perception change on this ques-

tionnaire is not as great as that obtained from Team

X,

but in both groups there is some perception change from

meeting to meeting on almost every scale, suggesting that
the hypothesis

questionnaire.

(part 2.1)

is not substantiated on this

Similarly, Team Y's perceptions of the

change agent, like those of Team X, are simply not what

might have been expected.

Data derived from this "Leader-

ship Style" questionnaire with respect to the two groups

exposed to internal change strategies corroborate the preliminary interview data.

That is, the change agent

(Director of the South Berkshire Educational Collaborative)
is recognized as an administrator by position, and he is

seen as having some of the skills and attributes normally

associated with an external consultant.

In our presenta-

one
tion of the results to this point, we have seen that

supports
source of data, the "Influence" questionnaire,
"Leadership Style
the hypothesis (part 2.1), whereas the
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questionnaire does not.
Team

Z:

Responses to "Influence” Questionnaire.

External consultant items

.

Part two of the second

hypothesis states:
Data collected after each phase from groups
where external strategies are used will
indicate a significant increase in the sources
of influence and leadership style ratings
typical of the external consultant type.
As indicated in Table

2

(Chapter III, p. 89), items 4-10

of the influence questionnaire suggest power sources more

frequently mentioned by researchers as associated with an

external or consultant change agent type.

With respect

to the "Leadership Style" questionnaire,

items typical of

the consultant type include:
f acilitative

,

knowledgeable, democratic,

outsider, consultative, charismatic, cata-

lyst, and resource.

In this section we will examine the

ratings from both of these instruments assigned the change
agent by Team

Z,

which was exposed to external change

strategies during the course of this project.
we will compare the ratings given by Team

Z

In addition,

against those

assigned by Teams X and Y to discover if any systematic

differences between internal strategy groups and the
external strategy group can be described.
Item

4:

"Is Knowledgeable about Career Education.

are basically
In evaluating the scores of Group Z, we

.
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trying to determine if initial ratings derived from pre-

liminary data that the change agent "looks" like an internal type shift toward an external image of the change

agent over the period of four meetings.

This means that

we would be looking for ascending scores of the change

agent on all influence scales remaining.
On question #4, the change agent has the highest ranking of all personnel with a mean of 4.2

("Almost Always").

Change agent scores, taken indiviually by meeting, are

somewhat erratic.

Initial ratings drop by almost one full

point at the second meeting, but regain strength and hold
steady during the third and fourth meetings.

Scores in-

dicate a stronger reading of "like external" in meetings
three and four than in meetings one and two, suggesting
some support for this portion of the hypothesis.

Expertise is a characteristic which we have noted
over and over again in this dissertation as most probably

associated with the external consultant type.
Team

Z

Strangely,

ranks the "control" external consultant very low,

across meetings, with regard to expertise in career education.

This is unexpected and does not provide an ade-

quate measure of comparison on which to base judgments
about the external likeness of the change agent.

The mean

moving
score given to the consultant is 2.7 ("Rarely"
Internal school personnel, assumed
toward "Sometimes")
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by the researcher to be perceived "unlike experts" rank

themselves as being relatively knowledgeable (Mean = 3.7
or just short of "Almost Always").

This rating is a full

point higher than the mean score given to the external
consultant.

Given this information, the change agent and

consultant do not look as similar as do the change agent and
school personnel.

We thus do not have any basis on which

to judge whether the change agent is being perceived as

similar to an external consultant, or simply as an internal administrator whose particular brand of expertise is

career education.

In addition, we cannot claim that the

changes over time are statistically "significant" as sug-

gested by the hypothesis (part 2.2).
This interpretation is corroborated by the findings

from Teams X and Y largely because these two groups

ducted similarly, do not have similar results.

,

con-

Both

groups gave the consultant higher ratings on this scale
than the score given by Team

Z,

seemingly affording us a

reference for comparison with the change agent.

Team X

=
ratings, however, closely align the change agent (Mean

4.5)

and the consultant (Mean = 4.6).

School personnel

expert but
in this group perceive themselves as fairly
consulnonetheless fall a full point lower than both the

tant and the change agent.

This would suggest that this

similar to the
group rates the change agent as basically
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consultant, or "like" an external consultant type.
^

,

Team

by contrast, show school personnel scores

(Mean = 3.4)

as rather similar to those of the change

agent (Mean = 3.6), with both groups a full point lower

than the ratings of the consultant.

This group gives the

consultant definitive "expert" status (Mean = 4.8 or very
close to "Yes/Always"), and rank her more than a full

point higher than either the change agent or themselves.
One can only conclude that the change agent is perceived
by this group as more congruent with internal imagery.

Item

5;

"Is Helpful

.

.

.

"

This item may be seen as

designed to assess "process facilitation" skills, typically
more characteristic of an external process-helper or

solution-giver type.

The results of Team

Z,

however, do

not present a clear indication of whether this item truly

measures perceptions related to the internal vs. external
factor.

The change agent is given a consistently strong

rating (Mean = 4.1) on this dimension.

Further, his pro-

file is almost flat, soundly defeating any suppositions

that perceptions of him changed over time.

Meanwhile,

school personnel ranked themselves at a mean score of 4.0,

whereas the consultant's scores average to 3.6.

Thus, it

cannot be ’definitively stated whether the change agent
looks more similar to internal types such as school personnel, or to an external type, such as the consultant.

.
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Team X's perceptions of all three "controls" on this

question look similar to the picture presented by Team

Z,

with all three mean scores hovering at the 4.0 mark (change
agent = 4.1, consultant = 4.2, school personnel = 3.9).
This is inconclusive data, and is not made substantially

more conclusive by the results of Team Y, even though the

members of that group rated both the consultant and the
change agent as "similar," standing a full point above
school personnel.

Apparently, the use of external change

strategies in Team

Z

and internal change strategies in

Teams X and Y did not influence client perceptions of the

change agent, who was simply seen as "helpful" by all
three groups.
Item

6:

"Has Contacts with Outside Agencies

..."

Although it is quite possible that an internal person could
have contact with outside agencies, the research reviewed

makes a strong case that the outside consultant is associated with outside agencies almost by definition.
sults of Team

Z

The re-

seem to corroborate this assumption, al-

though it does not lend credence to the hypothesis (part
2.2)

The change agent looks the same from the first to

the last meeting, definitely perceived as having contact

with outside agencies.

His ranking is consistently almost

personnel, as is
two full points higher than that of school
the mean score of the consultant.

Since there are only
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two scores for the consultant, however, we cannot draw

any solid conclusions from a comparison between the change

agent and the consultant.

It appears that the change

agent is seen as quite different from internal school personnel on this dimension.

Unfortunately, Teams X and Y agree.

This suggests

more evidence contradictory to the hypothesis.
X,

In Team

the change agent is scored with a mean of 4.0 ("Almost

Always"); in

Team Y, he climbs to a mean score of 4.6;

both groups show scores which vary little.

Consultant

scores given by each of these groups are erratic, indicating that this person does not represent an accurate control.

Nonetheless, school personnel ratings in Teams X and

Y are much lower than the change agent's, as was the case
in Team Z.

From this we may conclude that all of our

samples credit the change agent with having extensive contact with outside agencies, but whether or not they perceive him as similar to an external consultant is unclear.
Items 7-10

.

Although we could continue an item-by-

item summary (see Appendix) of Team

Z

responses, the dis-

cussion of results to this point indicates an overall
trend with respect to the influence characteristics nor

mally associated with the external type.

There is no par-

change
ticularly difference among group perceptions of the

agent for these items:

.
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1.

The change agent's scores do not vary substantially over the four meeting period, suggesting
that the manipulation of change strategies had
little or no influence on client perceptions

2.

Client perceptions of the consultant and of
themselves do not follow any systematic patterns
on which to base definitive judgments of the
change agent as internal or external.

3.

Client perceptions of the change agent are consistently complimentary as regards his ability to
listen and clarify, his planning ability, and his
expertise.
Indeed, he is perceived as having
these skills to a greater degree than other team
members. Nonetheless, as indicated above, they
are not manifest in any systematic relationship
with the external type.

In short, client responses on "Influence" items

typical of the external consultant do not indicate any

significant support of the hypothesis.

It does not appear

that the change agent succeeded in systematically altering
his role image.

Team

Z:

Responses to "Leadership Questionnaire

discussion of Teams X and

Y,

.

"

In the

we noted that support for the

hypotheses was found in items 1-3 on the "Influence" questionnaire, whereas little or none was found in the "Leadership Style" questionnaire.
the case of Team Z?

Will the opposite be true in

No definitive support for the hypoth-

eses is indicated by the responses to items 4-10 of the

"Influence" questionnaire, but the "Leadership Style'

questionnaire ratings given by Team

Z

are far more consis-

tent than those given by Teams X and Y.
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On a]^ scales, the change agent is
rated as "more

like an external type," i.e., more expert,
democratic,

facilitative, an outsider, consultative, charismatic,
catalytic, a resource, and a resource implementer.
over, on Scales

3

(

"Facilitative /Coercive"

tative/Administrative"),
(

6

)

,

5

("Consul-

("Charismatic/Shallow"),

C^taly s t/Status Quo Upholder")

,

and

Decision Maker/Resource Implementer)

,

More-

7

("Administrative

9

there are shifts

toward progressively more solid external type ratings over
the four meeting period.

Only two scales indicate mini-

mal movement in the opposite direction from that expected,
i.e., toward the internal type image:

Democratic") and

4

2

("Outsider/Insider").

("Arbitrary/
As indicated

above, however, this movement is so small as to be insig-

nificant.

Both scales still show the change agent scores

concentrated toward the democratic and outsider poles.
This is interesting but not impressive, for the purposes
of the hypothesis

The change agent is labeled

(part 2.2).

an administrator by position in initial interviews.

theless, the members of Team

Z

None-

perceive him as behaving

like an external consultant, and possessing those skills.

This is not too different from the perceptions indicated
by the other two groups, except that it is more consistent: i.e.,

it obtains across all scales.

In addition,

client perceptions of the change agent do shift slightly
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ths four inoetings to indicate an increasing moveinent

toward the external type image.

The hypothesis has stated

that such a change would be significant and be dependent

upon "careful selection of intervention strategies."

Nei-

ther of these aspects of the hypothesis are conclusively

supported by these data.

Discussion
The hybrid model is seen by researchers ^s a striving
for the ideal.

It seems more than likely that a change

agent attempting to implement such

a

model would make

every effort to bring to the change process the best

attributes of change agentry

— whether

internal or exter-

nal, whether catalyst, solution-giver, or process-helper.
In this study, the researcher was attempting to isolate

one variable, the client perceptions of the change agent
as either internal or external, as a way of testing wheth-

er or not some manipulation of that variable could result
in different client perceptions from those held by the

client at the beginning of the experiment.

Such an inves-

tigation, by its very nature, is both limited and artificial as far as an ideal model of change agentry is concerned.

.In

effect, it treats the role of the change agent

as a dramatic role

—a

mask or costume which the change

agent assumes at will and which does not vary with the
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demands of the situation.
For the purposes of this study, the gross characteristics of the internal and external change agents were

examined for "measurable behaviors"; the stages of the
change process were analyzed for change agent task and behS’Vior requirements.

Every effort was made to incorporate

those behaviors identified as critical to positive change

outcomes, and to eliminate those behaviors identified as

productive of negative outcomes.

From the remaining array,

a behavioral repertoire for each type

nal

— was

— internal

and exter-

constructed as a "script" for the change agent to

follow for the duration of this study.
Aside from the simplistic and stereotypic nature of
this script, the role of the change agent was further cir-

cumscribed by the requirements of this investigation.

A

change agent with any level of expertise and investment in
the change effort would most likely resort to some variety
of behaviors, depending on the circumstances confronting

him/her.

For the pruposes of this project, however, an

attempt was made to restrict the Change Agent's behaviors
to only those prescribed by his "script," i.e., as either

internal or external.

Obviously the results documented above do not tell
the story of a controlled laboratory study.

Rather, they

describe one actual hybrid change agent, namely, an

145

irit 0 rnal

adniinistrator who is perceived as having many of

the skills normally attributed to the external consultant.

This observation is interesting on two counts.
the research on role change is quite consis-

tent about the difficulty of altering group perceptions of
the role identities of its members.

Boundary rules pro-

tect group capability for interaction and work activity by

providing role support to the identities of its members
(4,5,6).

The preliminary interview data collected for

this study indicated that the first hypothesis was sup-

ported on a conditional basis.

That is, although clients

perceived the change agent as an internal administrator by
virtue of his position as the Director of the South
Berkshire Educational Collaborative, he was not seen as

having the direct power sources normally attributed to the
internal administrative person, such as reward power or

coercive power.

Rather, he was seen as a catalyst, "able

to make things happen."

This view of the Director held

stable across all meetings, suggesting that planning team

members provided constant role support to the perceived
identity of the change agent.

This perception stability

occurred in spite of the rigorous efforts of the change
for
agent to adhere to the respective strategies called

by the "scripts" designed for this study.

discussion
Secondly, it was noted in the literature

.
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that the actual behaviors of a person (role enactment) may
be less instrumental to a change agent's role image than
the cumulative perceptions about him/her held by the client

group (role expectation)

.

This aspect of -human nature

P^ot^sbly accounts for the findings that expert power is

conferred almost automatically to a consultant brought in
from the outside, and that personal charisma, called

referent power by French and Raven, can be an important
source of influence for effecting change

(7)

Role ex-

pectations, therefore, may have accounted for the fact
that the change agent's manipulation of internal and ex-

ternal change strategies essentially did not "take" in
these meetings.

The groups' preconceived notions of the

change agent, either by personal experience or by reputation, may have subtly conditioned their responses to the

questionnaires.

Despite his careful attempts to restrict

the repertoire of his behaviors, he was seen as a fully-

functioning hybrid change agent!
At various times throughout this chapter, we have

noted that the instruments used in this study need further
refining.

Certain of the "Influence" questionnaire items

produced glaringly contradictory responses, suggesting
loadings
that items were ambiguous and/or held subjective
for the client group.

administraFor example, the item, "Has access to the
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tion" may have been interpreted in a number of ways.

In-

ternal administrators might be assumed to have generally
access to other administrators of the same rank.

"Influential" persons, such as consultants of some reknown,

might also be assumed to have access to top level administrators for purposes of crisis resolution, planning, or

management issues.

The term "access" could imply a leader-

ship style, i.e., the administrator is access ible to faculty and staff.

Preliminary interviews suggested that some

planning team members had strong feelings that entered
into their replies to this question.
p.

197:

"...

(See Appendix 3,

Most were quick to add that they also had

access to the administration.")

This is supported by the

responses of at least two of the three groups. Team X and

Team

Z,

who rated themselves as very similar to the change

agent in their access to the administration.
Similarly, with respect to the item, "Is knowledgeable

about career education," all group members ranked themselves, the consultant and the change agent with fairly

high scores relative to other items.

This may suggest that

team members identified professional roles with the topic
of the planning sessions.

The career education special-

ist's title, for example, conferred automatic "expertise
in name;

the Collaborative Director's role as administra-

conferred
tor of an agency providing occupational programs
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©xpertise

by position; and the selection of team members

in terms of their previous involvement with career educa~

tion conferred "expertise" by previous experience.

It is

equally possible, however, that high ratings were a protective gesture on behalf of role support on the part of
team members, so that the reliability of this item must be
questioned.

Certainly its multiple possibilities under-

mine its validity as a predictor of the internal/external
variable.
Item

5,

"Is helpful," also proved ambiguous.

Designed

to assess perceptions of the change agent, consultant, and

outside administrator as process helpers, the term "helpful" seemed only to divert respondents.

Again, all groups

ranked all scores high on the charts for this item.
this an example again of "role protection"?

tribute to group cohesiveness?

Was

Was it a

Whatever the cause, the

internal/external emphasis could not clearly be distin-

guished and led to ambiguous results.
The final influence item which seemed to generate

particularly ambivalent responses was, "Has charisma," an
item repeated on the "Leadership Style" questionnaire in
a

particularly awkward bipolar pair;

"Charisma/Shallow.

as
Obviously, this item was designed to elicit information

perceived as having
to whether or not the change agent was
as
specific personal attributes of leadership, such
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persuasiveness, personal attractiveness, excitement, etc.
The connotations of the term "charisma," however, make it
too giant a word for use in a group this size.

It suggests

the ability to secure the devotion of large numbers of

people

(a la

Jim Jomes)

,

an almost magical capability for

bringing the masses under one's spell.

This is only one,

and one rather melodramatic, dimension of French and

Raven's referent power, however.

Other terms should be

identified and tested to provide a multi-dimensional inter-

pretation of referent power, which might broaden our understanding of this source of leadership influence.
The specific references to the "Influence" question-

naire are merely a means of pinpointing the general need
for instrument refinement, as both questionnaires suffered

equally from ambiguity.

Obviously, each of the five

sources of power identified by French and Raven are multi-

dimensional, global descriptors which are incompletely
understood.

This study has attempted to examine one small

variable of change agentry, on the supposition that it
for
could be instrumental in suggesting certain strategies

use in managing client perceptions.

The results of this

insight into
study make it quite clear, however, that our
change, and
role change, role expectations, perception
and that further
the basis of power is severely limited,
of power
studies into the semantics or human meanings
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could have a major impact on the future of change efforts.

.

:

:
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CHAPTER

V

FINAL SUMMARY

Overview
In the preceding chapters

,

an attempt has been made

to investigate the feasibility of implementing an untested

model of change agentry, whereby a single change agent

would attempt to influence client perceptions by adopting
the behaviors characteristic of an internal or external

change agent type respectively.

This heterogeneous role

of the change agent has been labeled, for the purposes of

this study, "a hybrid model of change agentry."
The study was undertaken because a review of the re-

search on organizational change consistently pointed to
the significance played by client perceptions of the change

agent in either promoting or undermining the establish-

ment of an innovation with a system.

Seemingly, the change

agent perceived as an insider to the system had an advantage under certain conditions over the change agent per-

ceived as an outsider, and vice versa.

Havelock and other

prominent authorities (1,2,3) consistently recommend the

desireability of a team approach to change agentry, which
external peowould involve a combination of internal and
each into the
ple, so as to incorporate the advantages of
152
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change process.

Authorities in the field suggest in various ways that
the change agent who is capable of effectively altering

roles and strategies could make a significant contribu-

tion to the change process.

Research on this topic de-

scribes action strategies, planning steps, and roles for
the change agent to play under various conditions.

This

investigator, however, found no studies testing the feasi-

bility of a single person's assuming both the internal
and external change agent role characteristics so as to

maximize the advantages ascribed to each under particular
conditions.

This study is, thus, a pilot investigation of

a hypothetical model of change agentry.

The hypothesis for this study stated that it would
be possible to control client perceptions of the change

agent by means of carefully selected intervention strategies.

This hypothesis was not supported.
In this final chapter, the investigator reviews the

dissertation and the action research that was undertaken,
including a brief summary of the relevant research, the
design and method used, and the results of the investigation.

fu
The chapter concludes with recommendations for

related topics,
ture researchers interested in similar or
this study.
and some remarks on the significance of
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Suimnary of the Literature Findings

The literature search focused on five central
points
or questions:
1.

What are the relevant models for change?

2.

What are some of the basic issues and forces in-

herent to these models which influence the change

process?
3.

What roles do change agents play in managing the
change process?

4.

What are the inherent advantages and disadvantages
of these roles?

5.

What, in the literature, informs our understanding
of the hypothetical "hybrid model" of change

agentry?

!
a

Models for change

.

Review of the literature revealed

variety of models for change, but the appear to fall into

one of two categories, i.e., as primarily empiricalrational, or primarily normative-re-educative.

The former

are described as largely innovation-specific, based on

research designed external to a user system.

The members

of the user system are considered passive recipients of

change agents expertise.

As such, the role of the change

agent in such systems is predominantly that of solutiongiver

.
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In normative-re-educative models, the emphasis is
on

process or client adoption of the innovation.

Process

concerns are directly linked with the problems and felt
needs of the user system, and take into account client per-

ceptions of the norms, values, power relationships and

system variables which are unique to the organization.
Such a model presumes the client group to be highly par-

ticipatory in identifying problems and offering solutions,
so that the role of the change agent is perceived as less

actively that of "expert," and more client-oriented.
2.

Forces which influence the change process

.

In exaimin-

ing the literature for evidence of which model produces

more durable change, more support was found for the

normative-re-educative approach, particularly as regards
educational system change.

Much of the research suggests

that active interplay between the user system and the re-

source system is critical to the implementation of innovation.

Empirical-rational models, by virtue of imposing

external research solutions which are not system-specific,

generally do not provide adequately for client involvement in the design of the change process.

Client involve-

ment was seen as central to the internalization of change.
its
Further, the relevance of an innovation, particularly

consistency with both the local rewards and norms of the
instrumental
client system, was found by researchers to be

.
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in its adoption or rejection.

Such relevance was more

likely an outcome of user-active, normative-re-educative

models

—

Rolss of the change agent

In researching the various

.

models for change summarized by Havelock, two models were

proposed which attempt to amalgamate the best of the

empirical-rational and the normative-re-educative approaches:

Havelock's own linkage model, and the concerns-based

action model (CBAM)

,

proposed by Hall and his colleagues.

These researchers imply the need to narrow the distance

between external, innovation-specific solutions and internal, process-specific solutions.

Essentially, Havelock's model adapts the "expert"

change agent required by the empirical-rational model to
the processes of the normative-re-educative model.

His

change agent would have the authority of the solutiongiver, but would attempt to be like the client group, uti-

lizing its problem-solving processes as a vehicle for

effecting change.
The CBAM model would incorporate elements of the

normative- re-educative approach into a rather standard

empirical-rational model.

The attitudes and concerns of

the client toward the innovation are taken into account

structurally and procedurally

,

by utilizing the stages of

the change process specified in the normative-re— educative

.
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model
Both of these models strive toward a Maslovian or deideal through a rational process of eliminating

negative elements and adopting positive ones.

They essen-

tially constitute a recipe for introducing change from

outside the system^ but within a framework of relevance
for the client group

.

The models propose a team approach

to change agentry, incorporating both internal and exter-

nal persons.

Further, they indicate "job descriptions"

for the change agent which are dictated by the situational

variables of the stages in the change process.

These situ-

ational variables are typically associated systematically

with either an internal or external change agent.
4.

Advantages of internal and external roles

.

Duncan

(4)

has analyzed the change process in terms of the relative

advantages enjoyed by the internal vs. the external change
agent at each stage.

His findings suggest that the exter-

nal change agent appears to enjoy an advantage in the

initial stages, i.e., establishing a relationship, conducting a diagnosis, acquiring relevant resources, and deter-

mining change objectives.

In the implementation stages,

however, he feels the evidence weighs in favor of the in-

ternal consultant, who is more likely to be effective in

dealing with client resistance to the change effort.
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5.

Implications

f or

a team approach,

the hybrid model

.

Although advocating

the authorities cited in this literature

review suggest that the change agent who is capable of

effectively altering roles and strategies^ could make a significant contribution to the change process.

For the pur-

poses of their ideal models, therefore, they have analyzed
the internal and external change agent roles in terms of

characteristics

,

which in turn are converted into strategies

capable of being implemented by anyone.

"Role specificity"

is thus translated into "behavior generalization," adaptable

to many systems by any consultant.

The studies reviewed

for this dissertation made no mention of the term "hybrid

model" whereby a single person might exercise the charac-

teristics of the external and internal roles alternately,
in keeping with the demands of the change process.

None-

theless, the analysis of role behaviors presented in these

studies informs our understanding of what the hybrid change

agent might do.

Acting on the suggestions provided by

these researchers, this study was designed to test whether
or not a single person could sustain the image of "external

expert" despite a clear position within the system, thus

experimenting with the relationship between role specificity and behavior generalization.
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Design and Method of Investigation
The dissertation is based on an actual planning project, whereby career education was to be introduced into

four school systems, with the planning coordinated by the

Director of a service agency auxiliary to those school
systems.

The Director of the service agency served as the

subject of this action research, and representatives from

each school district served as participants, sitting on

planning teams to determine the shape of

a

career education

project suited to the local needs of their respective systems.

Participants were either administrators or coun-

selors, selected by their school superintendents because

their job descriptions included career education responsibilities.

Teams ranged in size from three to five members.

No control over sample selection or sample size was exer-

cized by the researcher.
In addition to the school personnel, three planning

team members served as reference people on each team, for
use in verifying the client perceptions of the change

agent as either an internal person or an external person.

These three members included an actual internal adminisin
trator, an external consultant (who was a specialist

career education)

,

and an external administrator, from

the State Education Department.

The Director of the ser-

in this study.
vice agency, who also served as investigator

,
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played, the

external change agent" role or the "internal

change agent" role in this study, depending upon the role

required for

given team, as established by the disser-

a

tation design below.
Ultimately, four planning sessions, each designed in

keeping with the standard stages of the planning process

described in the literature, were conducted with three of
the four planning teams.

The Director, or change agent,

adopted the behaviors characteristic of an "external" person with one team, of an "internal" person with the two

other teams.

These behaviors were performed in accordance

with a pre-determined "script," devised on the basis of
the literature review.

Data was collected prior to, and at the end of, each

meeting in order to determine whether participants perceived the change agent as an internal or external person,
and whether those perceptions changed systematically

keeping with his adopted behaviors.

in

,

Two questionnaires

were designed as a vehicle for collecting this data.

French and Raven's theory of social power, and particularly
the five variables they identified as the sources of inter-

personal power

(5)

served as the basis for instrument

development. The questionnaires were designed to measure

client perceptions of the change agent's source of

iji-

charfluence within the group, and his leadersh ip style

acteristics. Observational data was also collected.
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through the use of three process observers who attended

planning meetings.

Preliminary interviews, structured according to the
two questionnaires, were conducted by one process observer to establish early participant perceptions of the

Director.

Later, the two questionnaires were administered

at the end of each planning meeting, to provide perception

comparisons over time and between groups.

At the end of

this procedure, the questionnaire and interview data were

analyzed to determine whether participants' perceptions

coincided with the predictions stated, namely, that participants would see the Director initially as an internal
person, and that those perceptions would remain stable for
the two groups with which he employed internal strategies,

whereas they would change in the direction of an external
change agent image for the group with which he employed

external strategies.

Summary of Results
The hypothesis for this study, indicated above, stat-

perceptions
ed that it would be possible to control client
selected interof the change agent by means of carefully

vention strategies.

This hypothesis was not supported.

the Director wa£
Preliminary interview data indicated that

but that his
perceived as an administrator by position,
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characteristics were a mixture of the attributes associated with the internal and external change agent stereotypes.

"Sources of Influence" questionnaire data, collected over
the four meetings with each planning team, indicate an

overall perception of the Director’s influence characteristics as tending toward those normally associated with
the external change agent.

A similar story is told by the

data collected from the "Leadership Style" questionnaire.
No particular difference in perceptions obtains from group
to group,

irrespective of the behaviors deliberately

adopted by the Director.

Basically, he is seen as an in-

ternal administrator by position, who is perceived as having many of the skills normally attributed to the exter-

nal consultant

— but

with a difference.

The authorities

normally attributed to administrative personnel, i.e., the
authority to reward and punish, were not attributed to this
Director.

All participants perceived the Director as

competent, but did

identify his competency as exper-

plantise related to career education, the topic of these

ning meetings.

Rather, they attributed process skills to

the Director:

planning skills, and the ability to listen

and clarify.

According to the questionnaire scales, pro-

external consulcess skills could count as indicators of
cited by partant status, but the remaining descriptors
quite distinctive
ticipants are properties of a third, and
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role:

a "catalyst

who makes things happen," specifically,

who qualifies for grant funding, gains public relations
support for our school efforts and programs, and gains
access to power sources and informational resources.

These client perceptions were seemingly based on

prior experience with this particular Director and re-

mained stable across groups from pre-test to post-test.
A close look at participant responses shows that group

members tended to qualify items on the questionnaire to
fit the subject of this study, as though describing a

fixed role function, as well as the personal characteristics of this particular Director.
Thus, we have no conclusive demonstration of the

feasibility of one person’s assuming

a dual role of

change

agentry, that of both the internal and external change

agent types.

The data derived from the interviews and

questionnaires used in this study, however, do add to our

understanding of what variables are critical to the imple-

mentation of change, as is discussed below.

Discussion

According to the results of this study, role percepnor even
tions of .the change agent were neither reversed

affected by behavioral strategies.

It appears that pre-

and experconceptions, expectations, established norms,
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data fix a person into a role image which is excep-

tionally resistant to change.

This goes against the ideal-

ism inherent to the linkage and CBAM models, indicating

that controlled behavior and a process-orientation cannot

necessarily overcome client resistance based on role expectation.
It must be remembered, however, that the idealism

behind the linkage and CBAM models is based on extensive

observation and analysis of real and existing change efforts, replete with real and existing inadequacies.

sultants commonly described the problem.

Con-

Attempting to

become familiar with a client system and win acceptance,
the external expert assumes the roles and behaviors of a

"familiar," an insider.

To the extent the consultant gains

entry and becomes accepted as

a

member of the group, how-

ever, his/her degree of influence seems to diminish.

Similarly, an internal person acting in the role of change

agent has difficulty being perceived as an objective,

knowledgeable resource.
this myth:

The results of our study bear out

once a person is perceived as internal or part

inof the system, s/he is less capable of exercising the

I

fluence of an expert role, although other infl uential roles

may be available

.

of
Neither is it possible, according to the results

the internal
this study, to combine the characteristics of

i

I

I

.
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and external change agents and still maintain the
distinc-

guishing characteristics of each, to be called upon as
discrete properties when the occasion arises.

That is to

say, the characteristics of each role become slightly al-

tered by combining them, suggesting perhaps a wholly new
type of change agent, which is not exactly a collection
of separate traits, but a new configuration.

The Director in this project is described as an ad-

ministrator, but on a qualified basis:
but not really a part of the system."

"sort of an insider,
He is not preceived

as having the typical authority to reward and punish.

He

is not an expert in career education, though he is an ex-

pert in process skills.

Calling for attention more loudly

than all these properties, however, is that of "catalyst

who makes things happen" with attributes which are all external sources of influence according to the interpretation
of French and Raven

(6)

Even so, they are powers exer-

cised on behalf of schools, through an insider/outsider
"our" service-provider,

"our"

"our" public relations loudspeaker,

"our"

role as service-provider:

grants-person

,

program resource.

This is a hybrid role, a third role,

which bears some family resemblance to the role types postulated by the linkage and CBAM models.

However, would

it serve the ideal function they hoped for?

Not very
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likely.

The fact that client perceptions of this Director

remained stable from pre-test to post-test indicates that
role boundaries were already defined for him, despite
the

peculiar nature of his role.

Thus, this 'hybrid model would

provide the flexibility necessary for the "fullyfunctioning" change agent (Maslovian style)

.

Havelock and

Hall may already have prophesied this with their alternate

solution of the team approach.
There might be one other alternative available to the

external consultant.

S/he can sustain the image of expert

by resisting the force of "internal tendency," that is,
by avoiding affiliation with the system.

The literature

suggests that true internalization of an innovation might
be compromised by this approach, since the client feels

more distant from the problem-solving relationship.

How-

ever, the catalyst quality attributed to the Director in

this study can be interpretated as successful retention of
an "expert" role despite a three-year positional tenure.

Participants only saw him as "sort of an insider."

If

asked, he himself would say he is perceived as an outsider.
Yet, he "makes things happen," and some of those things

are innovations which have been introduced and institu-

tionalized into the system.
These observations are tentative and should not be

interpreted as conclusive or definitive.

Even if the
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hypothesis had been supported, the limited design
of the
study involving only eleven subjects and
multiple changes
in format would give ample cause for continued
investi-

gation of the hybrid model of change agentry.

This and

other justifications are discussed below.

Conclusions;

Implications for Future

Research Designs
As a result of the experiences entailed in this study,
a

number of recommendations can be made to improve upon

future research designs.

They are discussed in five sec-

tions below.

1.

Instrumentation and process observation

.

The results

of this study are quite definitive in recommending that

careful attention be given

lin

the future to the development

of reliable assessment instruments, and to the improvement
of the structure for eliciting observational data.

Given

that the variables involved in this study were interactive

and interpersonal in nature, the importance of observa-

tional data cannot be underestimated as a basis for the

analysis of the more objective and statistically measureable instrument data.

Because both of these measurement

techniques were severely limited by the conditions of this
study, it is important to go into each of them individually.
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A.

Assessment instruments:

Preliminary interviews.

Central to the hypotheses under inquiry was the notion that

client perceptions of a change agent affect the implemen-

tation of the change effort.

In determining the evalua-

tion methods for this study, it appeared that a study of

perceptions would rely on data collection based on behavioral observations.

Kerlinger

(7)

makes a convincing

case for the use of well-tested measurement instruments, or
at least of a structure which would provide a rational or-

ganizational principle from which to draw behavioral inferences.

As has been discussed in Chapter III, no stan-

dardized instruments or research-validated scales were
found, which dealt with the key relationship between inter-

nal and external aspects of the change agent.

Nonethe-

less, some type of standardized structure was deemed crit-

ical to this evaluation, since the intent of the study was
to measure systematic perception change over time.

As a

result, the final questionnaires were constructed, allowing
for measurement of pre-test data in accordance with the

same frame of reference as each and every post-test.
In analyzing the data from the "Influence" question-

naire interview structure, it was noted that certain items
pr’oduced glaringly contradictory responses, suggesting

that items were ambiguous and/or held subjective loadings
for the client group.

Hindsight suggests that this may
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have been the result of strict adherence to the question-

naire structure for the sake of data consistency.

It

probably would have been more useful to construct openended items for the purpose of the preliminary interviews,
setting a context for the respondent, but allowing him/her
to produce descriptors in keeping with personal experience
of the change agent.

This would have allowed for greater

depth of understanding about the change agent's sources
of influence for participants, since probing for clarifi-

cation could have been more extensive.

It would also have

generated a greater range of descriptive interpretations
of power and influence,

so that the French and Raven de-

scriptors employed for the questionnaires could have been

focused with more precision and subtlety of nuance.
B.

Assessment instruments:

Post-tests

.

The five

sources of power identified by French and Raven, and utilized in the construction of questionnaires for this study,
are multi-dimensional, global descriptors which are in-

completely understood, as indicated above.

Some of the

same issues which compromised the pre-test data were also

evident in the post- test data.

Because power is a morally

important and value- laden concept, semantic issues are tre-

mendously important in the development of questionnaires
to measure client perceptions of it.

The results of this

talk
study suggest that participant ability to think and
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about role change, role expectations, perception change, and
the basis of power can be severely limited by the ambigu-

ities of language.

Given a rating scale which ranges with

no clear descriptors between two bipolar/ opposites, mature

participants capable of thinking in relative terms rebel.
Further, rating scales designed to address constructs

which are inherently ambiguous are more likely to elicit
a "halo effect."

This is particularly likely given the

interpersonal nature of the research on group behavior, as
well as the fact that participants may have an ongoing re-

lationship with the change agent.

Extreme caution should

thus be exercised in developing rating scales to measure

client perceptions of leader influence.
Before establishing bipolar rating scales for this
purpose, extensive preliminary interviewing of system per-

sonnel about persons at various levels who are perceived
as having influence should be undertaken.

This precaution

could establish adjective pairs which represent the full

range of connotations implied by French and Raven's terms.
Once the range is established, terms could be further

analyzed using the semantic differential, so as to determine multiple descriptors for each of French and Raven
sources of influence.

s

This would serve as a gauge for

consistency
reliability providing a vehicle for determining

within categories.
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2

,

Observational data

.

In light of the above cautions,

the role of observational data in studies of this type

becomes more significant.

As mentioned in the section on

"Research Results," this study made use of three process

observers who were instructed in advance to observe for
group interaction analysis, with specific attention to the
language and behaviors of the change agent.

Although

given the same instructions before their observational
duties, the use of more than one process observer compro-

mises the reliability of data.

In future research efforts,

process observers should be trained to an 80-90% reliability standard.

Further, if the intent of future research

is to enrich the analysis by means of the process observ-

er's insights and familiarity with the groups, or if the

researcher intends to observe for gradual behavioral or

attitudinal changes within groups over time, it is recom-

mended that a single process observer, with a tested observational instrument, be used.
The assessment design would also be enhanced if the

observations required were not strictly behavioral, i.e.,

dependent on a low degree of observer inference.

Although

such a system elicits data which are probably of a higher

reliability than a structure allowing for observer inter-

pretation of events, it does not supply the richness of
high inference observation.

Given that future researchers

172

will most likely be refining the findings of studies
such
as this one, they would profit from taking a middleor

high-inference approach.
3*

Researcher as subject

.

In this design, it became neces-

sary to use, as the subject of the study, the researcher
of this dissertation.

As expected, it was problematic,

and it is strongly recommended that these roles be separated.

Also, it will be remembered that much of the data

which developed into the description of the hybrid role was
based on the personal style of the subject of this study.
It seems that it would be important to involve more than

one change agent as subjects of further studies, so that
some comparisons could be made in determining the effects
of change agent behavior styles on client perceptions.

The subject of this study had an established history

with the clients.
difficult.

Controlling for historical variables is

It is further recommended that the subject

(or subjects)

of future research be a person

(s)

who has

had no prior contact with the system or participants in-

volved in the study.

Anyone used as subject of such a

study should also be capable of exercising both administrative and consultant skills.

4.

Time considerations

.

The investigation described here
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was designed to be completed over four planning meetings.
As was discovered in the review of the literature, however,

the time factor could be a critical variable in research

on this subject.

McCall's work on the boundary rules

affecting social relationships

(8)

gives rather conclusive

evidence that once a set of behaviors is identified with
a person's role,

that set of behaviors becomes crucial to

the person's role enactment and perceived legitimacy for

Changing roles thus requires group norm

such performance.

change, or developing some alternative legitimacy for

assuming new roles.

Research on norm change (9,10,11)

indicates that it is possible, but certainly not easily or

quickly managed.

Attempts to alter group norms abruptly

usually result in strong resistance.

No clear evidence

has been identified within the boundaries of this study to

indicate that, given ample time, the results would be any

different from those recorded here.

Nonetheless, would

allowance for greater time, or provision within the ex-

periment for legitimate role change produce different
results?

5.

This should be investigated further.

Consultancy strategies

.

This study helps to clarify

agent concerning
the alternatives available to the change
internal, vs. external role images.

There do appear to

be addressed prior
be some critical factors which should
to any system intervention.
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A.

Single

vs.

ongoing system intervention

.

A change

agent should consider the extent and duration of involve-

ment with a client system.

Some of the issues raised in

the course of this study suggest that change agent behavior,

and his/her position in relation to the system, could

have different effects depending on the nature of the project, the time requirements of his/her role, and the length

of his/her previous contact with the system.

Where the

involvement is limited to short-term intervention, there
may be definite advantages to affiliating with the system,
allowing for proximity to the client group, greater familiarity, and role qualization.

Using such a strategy, it

appears that perceptions of the change agent as an out-

sider are altered over a period of time, leading toward

acceptance and inclusion, i.e., movement toward the internal role type.

Such movement bodes well for the group

internalization of the innovation being promoted by the
change agent, as has been mentioned often above.
However, in the event that the change agent's involve-

ment with a system is open-ended, and has an ongoing innoto
vative dimension, it would seem to be counterproductive

move toward an internal role model.

This study supports

allow one to be
the notion that the internal role does not
or expert.
perceived for long as a knowledgeable resource,
influence the system
As such, the change agent's ability to
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is drastically curtailed.

other sources of power
referent powers

Whereas one could argue that

— reward,

— increase

coercive, legitimate, and

proportionally as the change

agent's degree of expert power decreases, this does not
seem to be the case.

A primary source of influence is

lost when the change agent is no longer given the status
of expert.

This investigator seriously questions whether

such a change agent can be of real use as a catalyst to a

system in need of ongoing responsiveness to change conditions

.

B.

Linking or intermediate system intervention

.

Al-

though the hybrid role model described in this study does
not appear to be an ideal, or sufficiently flexible, model
to recommend for all purposes, it does appear to be a po-

tent role model for use by a linking or intermediate agency,

such as the Educational Collaborative which served as

the setting of this study.

Perceived as an administrator

who is "sort of an insider but not really part of the system," the hybrid agent would not be confined by stereo-

typic internal norms and role boundaries yet would reap
some of the benefits of "affiliation."

Further, s/he

could maintain a low profile by virtue of intermediate
location, which would enhance a client role expectation of

"knowledgeable resource."

Such a role would be clearly

different and perhaps more efficient than either the
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internal or the external role, although it does not carry
the solid clout of the external expert. It would be important for a hybrid agent to be attentive to the role boun-

daries prescribed by the client group, to develop

his/her

skills in dealing with the client group carefully, and to

take time in establishing client linkages.

model requires fence-straddling:

a

The hybrid role

change agent must

establish and maintain close contact with the client group,
while remaining apart from middle management decision making;

diagnose the norms and power leverages operating

within his/her system while continually exporing external
resources for information, funding capabilities, and consulting aids.

Failure to manage the sensitive balance re-

quired by this role could topple one's usefulness as a
change agent intermediate to the system.

Relevance of Future Research
Over the past year, we have seen the wake of Cali-

fornia's "Proposition 13" wash over a number of other
states in the Union.

In Massachusetts, we now have a 4%

"spending cap" imposed by legislation, which is likely to

affect school budgets for years to come.

Moreover, we

of
know that this "spending cap" is imposed in spite

double-digit inflation:
nightmare.

an incipient administrative

limited
With fixed costs rising and spending
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below the level of inlation, budget cutbacks will assuredly
become necessary.
In a tight money era such as the one we are facing,

funds for consultants

difficult to raise.

(external change agents) will be

School systems throughout the coun-

try will have to rely on their internal resources.

If we

link this realization with the challenges for innovation

imposed by the federal and state governments through

legislation providing support services to the disadvantaged, handicapped, and minority populations, it is easy
to visualize a most difficult period ahead.

Change efforts need to be systematically planned
and implemented in order for new programs to be accepted
and institutionally internalized.

Now more than ever,

internal management personnel need to be trained to play
an external consultant role for their own systems.

If it

were possible to identify the strategies by which an internal person could play a maximally effective consultant
role for the purpose of diffusing and implementing innovaloom
tion, the challenge to educational systems would not
as such a formidable obstacle.

Such a model could not be

than the
investigated at a better and more opportune time

present.

,

.
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SOURCES OF INFLUENCE QUESTIONNAIRE
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Sources of Influence Questionnaire

Below is a list of "Descriptors'* defining ten possible sources of influence that a member of this group may
have.
Review these sources and attempt to analyze each
member's ability to influence this qroup. Then rate each
descriptor from 0-5 according to the following rating key:
'

RATING KEY
0

1
2
3
4

5

-

Not Applicable
No/Never
Rarely
Sometimes
Almost Always
Yes/Always

MEMBERS OF PLANNING TEAM

A
Sources of Influence
1.

In his/her position has
authority to demand

2.

In his/her position has the
potential to reward and/or
reprimand
Has access to the administration
Is knowledgeable about
career education

3.

4.

5.

Is helpful

6.

Has contacts with outside
agencies

7.

Has ability to listen and
clarify

8.

Has planning abilities

9.

Has charisma

10.

Has expertise

B

C

D

E

APPENDIX

2

LEADERSHIP STYLE QUESTIONNAIRE

187

188

Leadership Style Questionnaire

With respect to
this group

^

'

s

behavior in

circle the point along each scale that best

characterizes him or her.

123456789
Knowledgeable

Uninformed

Arbitrary

Democratic

Facilitative

Coercive

Outsider

Insider

Consultative

Administrative

Charismatic

Shallow

Catalyst

Status Quo
Upholder

Resource

User (Client)

Administrative
Decision Maker

Resource
Implementer

.

APPENDIX

3

STRUCTURED INTERVIEW REPORT
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190

Structured Interview Report
This report is based on a series of interviews con-

ducted prior to the first planning meeting.

The inter-

viewer followed a structured format designed to coincide

with the "Sources of Influence" and "Leadership Style"

questionnaires developed for this project.

The format

required the interviewer to pursue a series of questions

which would identify pre-existing client perceptions of the
change agent.

The interviewer was encouraged to probe

for clarification of client responses, in order to derive
as much information as possible as to the perceived basis

for interviewer statements about the change agent.

This

verbal clarification mode served two purposes:
1.

It provided preliminary data as a "benchmark"
for measuring participant attitude change over
time;

2.

It contributed a more detailed description of
the qualities of leadership and sources of power
attributed by participants to the change agent.

The summary which follows presents generalized client

perceptions about the change agent, organized by planning
team:

Group X, Group Y, and Group

Z.

In cases of dis-

agreement, the different point of view is so indicated.

"

)
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Preliminary Interview Report

Interviewer Questions

-

Summary of

Team X
Tesim X

Responses

Does the Collaborative Director have the authority
to demand?

The general sentiment was that
he does, but not directly.
He
does not have a line-staff
authority and his source of
"power" really seems to come
from his association with the
school committee and the four
district Superintendents.

Does he have access to
the administration?

This answer was a definite
"yes" from all members.
This
supports the previous response
regarding the "authority to
demand
.

Does he have the ability
to punish or reward?

These members of the group
seemed to deny that the Director had such power, but implied
that subtle rewards were
associated with the change
For example, they inagent.
dicated that it is their self
interest to get involved with
the Director because the projects he undertakes usually
gain support and credibility.
From this we may infer that
they feel rewarded by association with the change agent.

Do you think the

They seemed to think he was in
Perhaps he
a general way.
specific
the
have
does not
a good unhad
he
details but
conbasic
the
of
derstanding
that
feelings
Their
cepts.
he was generally competent
seemed to "spill over" onto
career education.

Director is knowledgeable
about career education?

(cont

.

)
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Interviewer Questions

Summary of Team X Responses

Do you find the Director

All group members stated a
strong "yes." They felt he
was consistently supportive
and helpful.^

generally helpful?

Does the Director have
contacts with agencies
outside this district?

These participants felt this
was one of the main reasons
for the Director's "success."
His "contacts" and particularly his ability to obtain
grant funding were unanimously acknowledged.

Does the Director have
the ability to listen
and clarify?

They felt he was quite attentive and perceptive. They
labeled that they felt "listened to" when in his presence.

Does he have planning
abilities?

They felt
A resounding yes
he really knew how to get
things going and to keep them
moving along.

Would you say that the
Director has a sense of
charisma?

They felt he was average and
predominantly "low key."

Generally would you say
he is competent?

Group members uniformly perceived the Director being a
competent manager, planner,
and grantsman.

Interviewer Questions:
tive terms or words.
suits the Director:

I

I'm going to give you two descripPlease tell me which term better

Words

Knowledgeable/Uninformed

Responses
All agreed:

Knowledgeable
(cont

.
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Interviewer's Words

Summary of Team X Responses

Arbitrary/Democratic

All agreed:

Democratic

Facilitative/Coercive

All agreed:

Facilitative

Outsider/Insider

Two people thought of the Director as an extension of the
school district staff and the
others saw him as operating
in a capacity external to the
system.

Consultative/Facilitative

Most felt the Director operated more in a consultative mode.
These people did not designate
the consultative role as being
an external role, however.
They thought of the Director
as an administrator who used
a "consultative" approach.

Charismatic/Shallow

More on the charismatic side
but not classified as an
exciting and dashing personality.

Catalyst/Status Quo
Upholder

All agreed:

Resource/User (Client)

All seemed to agree that the
Director was a resource person,

Administrative Decision
Maker/Resource
Implementer

They viewed the Director as an
administrator by position, but
clearly a resource implementer
in actuality.

catalyst

)
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Preliminary Interview Report
Interviewer Questions

-

Team Y

Summary of Team Y Responses

Does the Collaborative
Director have the
authority to demand?

In some senses, these participants felt he did, but were
quick to point out that the
Director had no authority over
them.
The answers given
seemed defensive, and thus it
appeared that they attributed
power to the Director.

Does he have the ability
to punish or reward?

Again, with some defensive
responses, the Director's power
to punish or reward was denied.

Does he have access to
the administration?

Two of three interviewed responded affirmatively. The
third had no previous direct
contact with the Director and
declined to answer.

Do you think the Director
is knowledgeable about

The two that had had prior contact with the Director felt he
was familiar with career education but they would not consider him an expert in that
field.

career education?

Do you find the Director

generally helpful?

Does the Director have
contacts with agencies
outside this district?

Again, only two responded.
These people felt that the
Director was responsive and
helpful on many levels.

All three, including the one
without prior contact with the
Director, felt he did have
"good" contacts with outside
They uniformly
agencies.
pointed to his ability to reApparently
ceive grant funds
the newspapers played a role in
disseminating this role image.
.

“

(cont

.

.

)

.
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Interviewer Questions

Summary of Team Y Responses

Does the Director have the
ability to listen and
clarify?

Two people felt that he was
very attentive and insightful.
The third person did not
respond.

Does the Director have
planning abilities?

All agreed that they believed
he did, and was somewhat of an
expert

Would you say that the
Director has a sense of
charisma?

Two responded affirmatively
and one declined response.

Generally would you say
he is competent?

All three felt he was definitely competent: even the
one who had not known the Director felt he was "by reputation. "

Interviewer Question: I'm going to give you two descriptive
terms or words. Please tell me which term better suits
the Director.
Words

Responses

Knowledgeable/Uninformed

Clearly knowledgeable

Arbitrary /Democratic

Two responded "democratic" and
one declined comment.

Facilitative/Coercive

Two responded " f acilitative"
and one declined.

Outsider/Insider

One felt he was
insider but not
the system. The
he was external
operations

"sort of" an
really part of
other two felt
to the district

(cont

.
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Interviewer's Words

Summary of Team Y Responses

Consultative /Administrative

The Director was generally
perceived more in terms of
an administrator.
There was
some confusion around the
position of an administrator
and what behaviors might be
associated with that role.
This questions was not clearly understood.

Charismatic/Shallow

The Director was seen as
"marginally charismatic" by
the two who knew him.

Catalyst/Status Quo
Upholder

Participants generally perceived the Director as more
on the "catalyst" side.

Resource/User

The Director was clearly perceived as a "resource person."
Participants saw themselves as
"users" or "clients."

Administrative Decision
Maker/Resource
Implementer

Two people perceived him more
in terms of administrative
decision maker but they
qualified their responses by
saying they could also see
him as a resource implementer.

—

.

s

.

)
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Preliminary Inteirview Report
Interviewer Questions

Team

Z

Summary of Team

Z

-

Responses

Does the Collaborative
Director have the authority
to demand?

Generally, these group members
felt he did, because of his
direct line of authority with
the Superintendent.
They felt
this to be generalized authority, rather than any supervisory powers over them.

Does he have the ability
to punish or reward?

Most felt he did not have any
such powers

Does he have access to
the administration?

They felt he did, but most were
quick to add that they also,
had access to the administration.

Do you think the Director
is knowledgeable about

career education?

Most felt he did have a good
working knowledge of career
One said he frankeducation.
ly did not know.

Do you find the Director
generally helpful?

All agreed that he has been
most helpful on many instances.

Does the Director have
contacts with agencies
outside the district?

All agreed: "most definitely,
yes." Once again this district, as did the others,
pointed to the Director
ability to secure government
funding
'

Does the Director have
the ability to listen
and clarify?

All concurred that the Director was most attentive and
careful in his ability to
listen and clarify positions.
(cont

.

.

"

)

'

198

Interviewer Questions

Suiranary

of Team

Z

Responses

Does the Director have
planning abilities?

All felt he did have these
abilities, but they also felt
they had similar capabilities.
They did not perceive this as
an "expert's" role.

Would you say that the
Director has a sense of
charisma?

The general Sentiment was,
"not necessarily." The
Director was sort of active
but not a charismatic figure.

Generally would you say
he is competent?

Most definitely. They agreed
that the Director had demonstrated competency on many
levels

Interviewer Question:
I'm qoinq to qive vou two descriotive terms or words. Please tell me which term better
suits the Director.
Words

Responses

Knowledgeable/Uninformed

Clearly knowledgeable

Arbitrary /Democratic

Most definitely "democratic."

Facilitative/Coercive

Most definitely "facilitative

Consultative/Administrator

Tends to be more "consultative'
in style.

Charismatic/Shallow

More toward the "charismatic"
side but not really a "barn
burner.
(cont

.

.
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Interviewer's Words

Summary of Team

Z

Responses

Catalyst/Status Quo
Upholder

Slightly more toward the
"catalyst" dimension.

Resource/User

Definitely a "resource
person.

Administrative Decision
Maker/Resource
Implementer

Slightly more toward the
"resource" side. However, he
is clearly an administrative
person who makes decisions.
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TABLES #12-22 INDICATING LONGITUDINAL DATA
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TABLE 12
"IN HIS/HER POSITION HAS AUTHORITY TO DEMAND"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INFLUENCE"

Median =
Team X, N =

Meeting

3

Mean Score Ratings
Yes/Always

Almost Always
Sometimes

First

2.0
1.5

No/Never

1

KEY:

Third

Fourth

5.0
4.5
4.0
3.5
3.0

Rarely

Team Y, N =

Second

.

^

^

.
•

Meeting

3

••f

change agent
State Dept. rep.

»•

—

•

»

career specialist
participants

3

00

TABLE 13
IN HIS/HER POSITION HAS THE POTENTIAL TO
REWARD AND/OR REPRIMAND
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF IJIFLUENCE"

Median =
Team

N =

X,

Meeting

3

Mean Score Ratings

Yes/Always

Almost Always
Sometimes

Rarely

No/Never

Team Y

N =

,

First

Fourth

Meeting

Almost Always
Sometimes
Rarely

No/Never

N =

Third

-j.

3

Yes/Always

Z,

Second

5.0
4.5
4.0
3.5
3.0
2.5
2.0
1.5
1.0

Mean Score Ratings

Team

First

5.0
4.5
4.0
3.5
3.0
2.5
2.0
1.5
1

•r

Second

Third

Fourth

'

.

.Meeting

5

First

Mean Score Ratings
Yes/Always

5.0
4.5

Almost Always

4

Second

Fourth

Third

.

3.5

Sometimes

3

No/Never
'

—

.

2.5
2.0
1.5
1.0

Rarely

KEY:

3

*

•—

'
‘

^

change agent
state Dept. rep.

ar*

•

“•

——

•

career specialist
-participants

TABLE 14
"HAS ACCESS TO THE ADMINISTRATION"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INFLUENCE"

Median =
Team

X,

N =

Meeting

3

Mean Score Ratings
Yes/Always

Almost Always
Sometimes

Rarely

No/Never
Team Y, N =

•
»

5.0
4.5
4.0
3.5
3.0
2.5
2.0
1.5
1.0

First

Second

Third

Fourth

•

»

•—

•LllC.

•

Meeting

3

•»

change agent
state Dept. rep.

^ career specialist
•

participants

3

05
0

TABLE 15
"IS KNOWLEDGEABLE ABOUT CAEEER EDUCATION"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INTLUENCE"

Median =
Team

X,

N =

Meeting

3

Mean Score Ratings

Yes/Always

Almost Always
Sometimes

Rarely

No/Never

Team

Y,

N =

First

5.0
4.5
4.0
3.5
3.0
2.5
2.0
1.5
1.0

5

Almost Always
Sometimes
Rarely

No/Never

N =

Fourth

.

"

First

•

Second

Third

Fourth

.

4.5
4.0
3.5
3.0
2.5
2.0
1.5
1.0

Meeting

5

Yes/Always

Almost Always
Sometimes

Second

First

Mean Score Ratings
5.0
4.5
4.0
3

.

3

.

Third

Fourth

.•

2.5
2.0
1.5
1.0

Rarely

No/Never

•

••

•

—

Third

Meeting

Yes/Always

Z,

•tt

Second

3

Mean Score Ratings

Team

4

-•

change agent
state Dept. rep.

'
'

'

career specialist
participants

0

•

TABLE 16
"IS HELPFUL"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INFLUENCE"

Median =
Team

X,

N =

Meeting

3

Mean Score Ratings

Yes/Always

Almost Always
Sometimes

Rarely

No/Never
Team Y, N =

First

5.0
4.5
4.0
3.5
3.0
2.5
2.0
1.5
1.0

Almost Always
Sometimes

Rarely

No/Never

N =

Fourth

—

••••-

'*••»

•-

^

First

.

Second

Third

Fourth

5.0
4.5
4.0
3.5
3.0
2.5
2.0
1.5
1.0

Meeting

5

Yes/Always

Almost Alwavs
Sometimes

Second

First

Mean Score Ratings

KEY:
»

Fourth

.

^ ^

2.5
2.0
1.5
1.0

No/Never

Third

5.0
4.5
4.0
3.5
3

Rarelv

*

Third

Meeting

Yes/Always

Z,

Second

3

Mean Score Ratings

Team

4

change agent
State Dept. rep.

*

—

’

*

career specialist
participants

206

TABLE 17
"HAS CONTACTS WITH OUTSIDE AGENCIES"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INFLUENCE"
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TABLE 18
"HAS ABILITY TO LISTEN AND CLARIFY"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INFLUENCE"
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TABLE 19
"HAS PLANNING ABILITIES"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INFLUENCE"
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TABLE 20
"HAS CHARISMA"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INFLUENCE"
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TABLE 21
"HAS EXPERTISE"
SCHOOL DISTRICT PARTICIPANT RATINGS OF PLANNING
GROUP MEMBERS ON "SOURCES OF INFLUENCE"
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LEADERSHIP STYLE QUESTIONNAIRE RESULTS
thrGe charts in this table represent school district
participant perceptions of the change agent over a four
meeting period. Each color represents the mean scores
for a given meeting.

COLOR CODE:
= First Meeting Scores
= Second Meeting Scores

= Third Meeting Scores
= Fourth Meeting Scores
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